BOSTON 
PUBLIC 
LIBRARY 


Digitized  by  the  Internet  Archive 

in  2011  with  funding  from 

Boston  Public  Library 


http://www.archive.org/details/reportonfeasibilOObost 


J 


THE  FINANCE  COMMISSION 


OP  THE  CITY  OF  BOSTON 


i 


REPORT  ON  FEASIBILITY  OF  CENTRALIZED  MAINTENANCE 
OF  MUNICIPAL  BUILDINGS 


i 


November  1964 


Prepared  % 

Charles  M.  Evans  &  Associates 

of  Boston 


.CITY     OF    BOSTON 
,  MASSACHUSETTS 


.REPORT    ON    FEASIBILITY    OF    CENTRALIZED    MAINTENANCE 

.OF    MUNICIPAL   BUILDINGS 


.July    1964 


Prepared  By- 
Charles  M.   Evans  &  Associates 
Consultants  in  Public  Administration  and  Finance 
73  Tremont  Street 
Boston,   8,    Massachusetts 


TABLE    OF    CONTENTS 

LETTER  OF  TRANSMITTAL 

SUMMARY  OF  FINDINGS  AND  RECOMMENDATIONS 

Page 

Scope  of  Assignment  1 

Responsibility  for  Maintenance  of  Municipal  Buildings  1 

Comparative  Data  2 

Present  Organization  for  Building  Maintenance  4 

Charter  Provisions  4 

Legislation  5 

School  Buildings  Department  6 

Consideration  of  Continued  Maintenance  by  a  Staff  6 

Organization  Concerned  only  with  School  Buildings 
versus  Maintenance  by  a  City-V/ide  Centralized 
Staff  Agency 

County  Buildings  (except  District  Courts)  S 

Courthouse  3 

County  Jail  8 

House  of  Correction  S 

Consideration  of  Continued  Maintenance  of  County  8 

Buildings  by    Present  Organizations  versus 

Maintenance  by  a  Centralized  Staff  Agency 

Buildings  Maintained  by  Occupying  Operating  Agencies  9 

Hospital  Department  9 

Welfare  Department  1 1 

Health  Department  12 

Police  Department  12 

Fire  Department  13 

Traiiic  and  Parking  Department  14 

Printing  Plant  14 

Library  Department  14 

Public  Works  Department  15 

Parks  and  Recreation  Department  15 

Municipal  Auditorium  16 

-  i  - 


Page 

New  City  Hall  17 

Buildings  Maintained  by  the  Real  Property  Department, 

Buildings  Division  17 

Evaluation  of  Decentralized  Management  of  City-Owned  Buildings  20 

¥/hat  is  Centralized  Building  Maintenance?  21 

Why  Centralized  Maintenance?  22 

New  Skills  Required  22 

Cost  of  Custodial  Services  23 

Service  to  Using  Agencies  23 

Development  of  Maintenance  Standards  24 

Preparation  of  Specifications  25 

■Inipraved  Supervision  25 

In-Service  Training  25 

Supervisory  Training  26 

Boston's  Growing  Investment  in  the  Construction,  Maintenance 

and  Operation  of  Public  Buildings  26 

School  Buildings  26 

City  Hall  and  Auditorium  27 

Other  Municipal  Buildings  27 

Managing  the  Capital  Budget  Program  28 

Design  and  Construction  28 

Controlled  Maintenance  29 

Centralized  Control  of  Maintenance  Funds  30 

Place  of  the  Proposed  Central  Agency  for  Building  Maintenance 

in  the  Organizational  Structure  of  City  and  County  Government  31 

General  31 

Departmental  Status  31 

Real  Property  Department  32 

Public  Works  Department  33 

Administrative  Services  Department  33 

Building  Operation  34 

Existing  Procedures  34 

Plant  Sanitation  34 

Telephone  Services  36 

Heating  and  Ventilating  36 

Elevator  Service  36 

-  ii  - 


Page 

Consideration  of  the  Relative  Advantages  of  Maintenance  of 

Public  Buildings  by  Contract  versus  Foice  Account  37 

General  37 

Cleaning  37 

Advantages  of  Contract  Cleaning  39 

Disadvantages  of  Contract  Cleaning  40 

Lighting  Maintenance  41 

Recommendations  42 

Employee  Training  42 

Applicable  to  Cleaning  Activity  42 

Applicable  to  Other  Maintenance  Activities  45 

Recommendations  45 

Employee  Supervision  46 

Applicable  to  Cleaning  Activity  46 

Applicable  to  Other  Maintenance  Activities  43 

Recommendations  49 

Inspection  50 

Applicable  to  Cleaning  Activity  50 

Applicable  to  Other  Maintenance  Activities  50 

Recommendations  51 

Contractual  Services  51 

Contracts  for  Labor  and  Materials  51 

Service  Orders  52 

Less  Than  Two  Thousand  Dollars  52 

Less  Than  Five  Hundred  Dollars  53 

Recommendations  54 

The  Need  and  Value  of  Improved  Cost  Data  for  Maintenance  and 

Operation  of  Boston's  Public  Buildings  55 

Office  Building  Experience  Exchange  Report  55 

Cost  Records  for  Centralized  Building  Maintenance  55 

Staff  Requirements  56 

General  56 

Number  of  Present  Authorized  Positions  58 

Real  Property  Department,   Buildings  Division  58 

Courthouse  59 

Police  Department  60 

-  iii  - 


Page 

•    Welfare  Department  60 

Health  Department  61 

Traffic  and  Parking  Department  61 

Printing  Plant  61 

Public  Works  Department  61 

Total  62 

Nunnber  of  Estimated  Positions  Required  62 

Organization  of  Proposed  Division  of  Building  Construction  and 

Management  65 

City  Archi  tect  65 

Administration  Section  65 

Building  Design  Section  65 

Building  Construction  and  Maintenance  Section  66 

Mechanical  Maintenance  and  Operation  Section  66 

Building  Repairs  Section  66 

Custodial  Services  Section  66 


APPENDIX 

EXHIBIT  A     ORGANIZATION  CHART  FOR  THE  PROPOSED  DIVISION  OF 
BUILDING  CONSTRUCTION  AND  MANAGEMENT  IN  THE 
ADMINISTRATIVE  SERVICES  DEPARTMENT 

EXHIBIT  B       POSITION  DESCRIPTIONS  FOR  THE  PROPOSED  POSITION  OF 
CITY  ARCHITECT  AND  FOR  THE  PROPOSED  SECTION  HEAD 
POSITIONS  IN  THE  PROPOSED  DIVISION  OF  BUILDING 
CONSTRUCTION  AND  MANAGEMENT 


IV   - 


CHARLES  M.   EVANS  &  ASSOCIATES 
Management  Engineers 
73  Tremont  Street 
Boston,    8,    i^^la-ssachusetts 


July  15,   1964 


Mr.   George  Berkley,    Chairman 
Finance  Commission  of  the  City  of  Boston 
24  School  Street 
Boston,    Massachusetts 

Dear  Mr.   Berkley: 

We  submit  herewith  our  report  containing  findings  and  recommendations 
following  a  study  of  the  feasibility  of  a  central  municipal  agency  which  would 
be  responsible  for  the  maintenance  of  buildings  owned  and  operated  by  the 
City  of  Boston  and  the  County  of  Suffolk. 

The  study  has  been  conducted  and  the  report  prepared  in  accordance  with 
the  provisions  of  our  contract  with  the  Finance  Commission  dated  December  19i 
1963. 

i¥e  appreciate  the  cooperation  extended  to  us  by  City  and  County  officials 
and  employees  in  the  course  of  the  study  leading  to  this  report.     May  we 
particularly  emphasize  the  assistance  received  fronn  the  Commission's 
technical  staff,    the  members  of  which  reviewed  with  us  in  detail  our  tentative 
findings  and  recommendations  prior  to  the  preparation  of  the  final  report 
draft. 

Sincerely, 

CHARLES  M.   EVANS  &  ASSOCIATES 


Charles  M.   Evans 


SUMMARY  OF  FINDINGS  AND  RECOMMENDATIONS 

The  care  and  rtiaintenance  standards  of  Boston's  municipal  buildings 
vary  markedly  frorri  acceptable  to  poor.     This  condition  stems  in  part  from  the 
decentralized  responsibility  for  the  maintenance  and  operation  of  public 
buildings  occupied  by  agencies  of  the  City  and  of  Suffolk  County,    and  also  fronn 
inadequate  supervision  and  training  of  custodial  and  maintenance  personnel. 

The  tremendous  investm.ent  in  public  funds  which  is  financing  Boston's 
renewal  places  a  responsibility  on  the  City  to  increase  the  quality  of  service 
rendered  to  the  public  in  the  care  and  operation  of  new  nnunicipal  buildings, 
particularly  the  City  Hall  and  the  /..uditorium  which  will  be  showpieces  as  well 
as  functional. 

The  standards  to  be  applied  to  new  municipal  structures  must  not  be 
allowed  to  fall  to  the  level  currently  applied  to  the  majority  of  City  and  County 
buildings.         Proper  standards  of  custodial  care,   preventive  maintenance  and 
general  maintenance,    at  least  comparable  to  those  currently  observed  in  the 
Library  and  v7elfare  Departments,    should  be  established  and  adhered  to. 

In  the  opinion  of  the  consultants,    large  savings  in  manpower  could  be 
achieved  by  centralizing  building  maintenance  activities  and  by  properly 
training  and  supervising  employees  assigned  to  this  work.     This  is  particularly 
true  in  the  case  of  custodial  services.     Cleaning  of  office  buildings  amounts  to 
approximately  one -third  of  the  costs  of  maintenance  and  operation  of  structures 
of  this  type.     The  volumje  of  service  orders  from  each  of  the  several  departn^ents 
for  contractual  help  in  care  and  maintenance--  non-competitive  contracts  less 

than  $530 readily  suggests  the  opportunity  for  pooling  expenditures  to 

attract  competitive  bidding  or  for  performing  the  type  of  work  represented  by 
these  service  orders  by  force  account  labor;  i.e.  ,    by  regular  city  employees. 


A  centralization  of  authority  in  a  division  to  be,  established  in  the 
Administrative  Services  Department,    responsible  for  the  maintenance  and  the 
partial  or  complete  operation  of  designated  municipal  buildings,    is  recommended. 
Maintenance  activities  of  departrr.ents  and  agencies  of  the  City  assigned  to  the 
new  division  initially  would  be  expanded  as  its  capability  increases.     Some 
departnnents  would  initially  retain  their  maintenance  responsibility  for  want  of 
capacity  or  capability  of  the  central  agency  or  because  of  current  work  well 
done,   but,    in  tinne,   the  central  program  would  be  expected  to  widen  its 
influence  and  control. 

In  the  beginning,   the  proposed  organisational  unit  would  be  responsible 
for  the  maintenance  and  for  the  partial  or  coniplete  operation  of  the  present 
City  Hall,   the  Annex,   the  new  City  Hall,    the  Auditorium,   the  County  Courthouse 
(comprised  of  the  "old"  and  the  "new"  courthouse  buildings);  Welfare  Depart- 
ment,   Health  Departnient,    Police  Department,    Traffic  and  Parking  Department 
buildings;  and  the  City  printing  plant.     It  would  also  assume  responsibility  for 
the  m.aintenance  of  the  proposed  Public  V/orks  Departmient  headquarters 
building  which  it  is  contem.plated  will  be  constructed  on  land  adjacent  to  the 
South  Bay  incinerator. 

The  new  division  would  also  be  assigned  the  responsibility  for  the 
operation  and  maintenance  of  buildings  currently  under  the  jurisdiction  of  the 
Buildings  Division  of  the  Real  Property  Departm.ent.     These  buildings  are,   for 
the  inost  part,   those  occupied  by  more  than  one   City  and/or  County  agency. 

The  proposed  agency  would  be  expected  to  program  preventive  and 

ordinary  maintenance,  to  develop  essential  cost  data  and  to  give  a  more 

professional  approach  to  the  care  and  operation  of  City  and  County  buildings. 
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Equipment  which  is  being  installed  in  modern  public  buildings  has  become 
increasingly  con. plicated.     More  and  new  skills  are  required  not  only  for  the 
installation  of  such  equipment,   but  also  for  its  operation  and  maintenance.     The 
City's  proposed  capital  budget  program,   prepared  by  the  Boston  Redevelopment 
Authority,    conterrplates  the  construction  of  approximately  sixty  new  buildings 
through  the  end  of  1975,    obvious  indication  that  the  City  has  a  growing  interest 
and  investment  in  the  construction,   maintenance  and  operation  of  public 
building's. 

Careful  consideration  has  been  given  to  the  comiparative  advantages  of 
contract  rr.aintenance  and  of  maintenance  by  force  account  --  with  City  and 
County  employees  --  particularly  as  to  building  cleaning.     The  contract 
cleaning  business  has  becon.e  a  substantial  enterprise  involving  several  firms 
grossing  millions  of  dollars  in  service  revenues.     The  growth  of  this  specialty 
service  has  resulted  in  the  development  of  miany  inoproved  methods  for 
increasing  worker  productivity  and  reducing  unit  costs.     The  competition 
engendered  betv/een  private  firn:  and  government  agencies  should,    under  ideal 
circumstances,   keep  costs  to  the  taxpayer  at  a  minimum,    but  experience  of 
other  government  agencies  and  of  owners  of  comm-ercial  office  buildings  would 
indicate  that  maintenance  by  contract  leaves  som^ething  to  be  desired. 

The  fact  that  the  new  City  Hall  and  the  Auditorium  --  together 
representing  an  investmient  of  sorr.e  $35  million  --  will  bring  the  facilities, 
personnel  and  operations  in  these  new  structures  under  the  daily  scrutiny  of  the 
public  has  been  weighed  very  carefully.     In  order  to  assure  that  contract 
performance  would  meet  the  standards  of  cleanliness  which  the  City  should 
demand  for  these  two  structures   alone  --  as  well  as  for  the  Court  House  and 

-  iii  - 


other  City  and  County  buildings  within  the  new  Government  Center  area  -- 
constant  and  detailed  inspection  of  the  work  perforn-ied  by  contract  personnel 
would  be  required;  in  effect,    a  duplication  of  the  supervisory  and  inspectional 
work  of  the  contractor.     City  employees  with  the  technical  qualifications  to 
conduct  such  inspections  could,    in  the  opinion  of  consultants,    be  enniployed  n'.ore 
effectively  in  direct  and  applied  supervision  of  n^unicipal  personnel  in  custodial 
operations  to  achieve  the  aame  desired  standards  of  cleanliness. 

Suggestions  as  to  the  possibility  of  resulting  labor  troubles,    collusion 
on  bidding,    and  poor  performance  with  contract  cleaning  in  some  other 
jurisdictions  persuaded  the  consultants  to  favor  an  expansion  and  irnproventent 
of  present  force  account  procedures  for  "plant  sanitation"  or  the  cleaning  of 
City  and  County  buildings.     Efforts  should  be  directed  without  delay,    however, 
to  train  City  employees  in  proper  work  methods  and  to  inspire  the  proper  work 
attitudes  toward  their  designated  tasks,    and  particularly  toward  their  relations 
with  the  public.     The  employee  training  program  which  is  a  function  of  the 
Adn-jinistrative  Services  Departnrient  should  be  expanded  and  greatly  increased 
in  stature,    beginning  at  once.     If  desired  standards  cannot  be  niet  con-ipletely, 
expeditiously,   honestly  and  at  a  n-ininaum  of  cost,    contract  maintenance  should 
then  be  reconsidered. 

In  contrast  to  the  proposal  that  plant  sanitatioii  be  performed  by  force 
account,    contract  maintenance  is  suggested  for  lighting  installations  and  for 
iTiUch  of  the  m^echanical  e-juipment  which  is  being  installed  in  the  City's  new 
buildings.     The  proposed  central  maintenance  agency,    however,    would  be 
staffed  with  a  sufficient  number  of  building  m.echanics  to  permit  preventive 
maintenance  programs  to  be  developed  and  properly  conducted. 
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The  proposal  that  the  responsibility  for  centralized  building  maintenance 
be  placed  in  a  division  of  the  Adniinistrative  Services  Department  was  made 
after  weighing  carefully  the  comparative  merits  of  this  assignment  against  the 
alternatives  of  independent  departrrental  status,    expansion  of  the  Buildings 
Division  in  the  Real  Property  Department  or  the  establishment  of  a  new 
operating  division  in  the   Fublic  'Works  Departrr.ent. 

The  proposed  organization  structure  incorporates  the  recomam.endation 
submitted  by  the  Boston  Redevelopment  Authority  in  its   1963  capital  budget 
report  that  the  office  of  city  architect  be  authorized.     As  recommended  by  B. 
R.   A.  ,   the  incumbent  of  this  position  with  the  aid  of  a  small  technical  staff 
would  be  responsible  for  the  supervision  of  design  and  construction  of  all  new 
municipal  buildings  except  schools.     He  would,    in  effect,    execute  the  City's 
capital  iiiDprovement  prograrr  once  it  has  been  approved. 

The  new  division  in  the  Administrative  Services  Department  would 
comibine  the  responsibility  for  building  construction  with  that  of  building 
maintenance  and  operation  in  recognition  of  the  fact  that  good  nr:aintenance 
begins  at  the  design  stage  of  construction.     The  experience  of  the  City  in 
maintaining  structures  should  be  carefully  considered  in  the  design  of  new 
construction.     This  consideration,    in  the  opinion  of  the  consultants,    can  be 
achieved  most  effectively  by  placing  the  responsibility  for  both  construction 
and  n-^aintenance  in  the  sa-me  organizational  unit. 

No  change  would  be  made  at  present  in  the  organization  structure  for 

the  construction  and  maintenance  of  school  buildings.     The  School  Building 

Departn.ent  would  continue  in  its  present  role.     The  Suffolk  County  Jail,   the 

House  of  Correction  plus  buildings  occupied  by  the  Fire,    Library,    and  Parks 

and  Recreation  departmients  would  also  be  excluded  from  the  proposed 
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responsibilities  of  the  new  central  agency  because  of  problems  peculiar  to  them 
or  because  of  acceptance  by  the  consultants  of  their  existing  procedures  for 
maintenance  and  operation. 

The  size  of  the  present  Hospital  Department  plant  plus  the  extensive 
rehabilitation  progran".  at  the  City  Hospital  and  the  Department's  ambitious 
capital  outlay  progran-  have  persuaded  the  consultants  that,   for  the  present,   the 
system  in  that  agency  as  to  carrying  out  its  construction  and  maintenance  v/ork 
should  not  be  changed.     The  Department  has  been  organized  with  deputy  super- 
intendents responsible  for  construction,   maintenance  and  general  housekeeping. 
This  organisation  pattern  follows  the  reconnmendations  subnnitted  by  a  firm  of 
management  consultants  in  1959.     Nevertheless,   the  City  Architect  should 
exercise  supervision  in  the  design  of  new  construction,    alterations  and 
remodelling;  should  approve  specifications  and  should  inspect  work  in  process. 
Operation,    custodial  care  and  preventive  n-.aintenance  would  remain  indepen- 
dently with  the  Hospital  Department. 

Because  of  the  age  and  general  physical  condition  of  present  headquarters 
buildings    of  the  Public  Tlorlis  Departrrent  stretching  along  Albany  Street,   these 
structures  would  not  be  assigned  to  the  nev/  organization  for  centralized 
maintenance.     These  buildings  are  scheduled  for  den-_olition  v^^ith  the  site  to  be 
used  for  additional  facilities  of  the  City  Hospital.     The  new  Public  Y/orks 
building  eventually  scheduled  for  construction  at  South  Bay  would  be  turned  over 
to  the  central  agency  together  v/ith  the  responsibility  for  structural  n-jaintenance 
of  the  incinerator  at  that  location  and  other  Public    7>/brks  buildings. 
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Basically,    the  central  agency  would  take  on  general  supervision  of  all 
new  construction,   the  inaintenance  and  operation  of  buildings  that  would  be  or 
are  the  responsibility  of  the  present  Buildings  Division  of  the  Real  Property 
Board,   the  maintenance  and  operation  of  selected  buildings  for  which  the 
present  roaintenance  program  leaves  something  to  be  desired  or  the  department 
concerned  does  not  want  the  responsibility  or  for  which  location  and  economiic 
factors  are  compelling.     It  should  be  empowered  to  eicpand  its    role  by  order  of 
the  Mayor  to  cover  any  or  all  additional  buildings  initially  excluded. 

"Thile  savings   of  this  proposed  program  cannot  be  spelled  out  in  dollars 
and  cents,    indications  are  that  they  could  be  substantial  or  would  be  reflected 
in  much  higher  standards.     The  divided  responsibility  now  makes  it  impossible 
for  any  one  department  to  afford  the  professional  skills,   the  contract  super- 
vision,   and  the  prograntming  of  services  that  a  centralized  agency  can  develop. 
The  many  small  service  orders  for  repairs  or  custodial  work  enianating  froni 
several  departments  can  be  compared  to  similar  weaknesses  in  the  purchasing 
of  supplies  and  e-^uipment  that  resulted  in  a  centralized  purchasing  agency. 
The  time  to  begin  this  centralized  program,  is  N    O    "7--  before  the  new 
buildings  are  completed  J 
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CITY      CF      BC3TCN 
Feasibility  of  Ceiitrali:::ed  Ma,intenance  of  Municipal  Buildings 

Scope  of  Assignment 

By  agreement  dated  December  .19,   1963,  the  Finance  Commission  of 

the  City  of  Boston  engaged  the  consultants  to: 

1.  Conduct  a  study  of  and  report  on  the  feasibility  of  a  central  municipal 
agency  to  administer  the  function  of  maintenance  of  all  rr^unicipal 
buildings  owned  and  operated  by  the  City  of  Boston. 

2.  Develop  guidelines  for  the  organization  and  administration  of 
centralized  building  maintenance. 

3  .     Develop  guidelines  for  the  organization  and  admiinistration  of  the 
Buildings  Division  of  the  Real  Property  Departmjent. 

The  proposal  of  the  Consultants  upon  which  the  agreement  was  based, 

further  suggested: 

1.  A  review  of  statutory  provisions  relating  to  rr.aintenance  of  municipal 
buildings  (including  those  operated  by  Guffolk  County). 

2.  A  review  of  present  departm^ental  procedures  for  ri.aintenance. 

3.  A  review  of  present  programn:;ing  for  preventive  maintenance  and 
for  necessary  repairs  and  alterations. 

4.  Planning  for  future  -maintenance  of  the  New  City  Hall  and  the 
Municipal  Auditorium. 

5.  Consideration  of  the  possibility  of  nnaintaining  municipal  buildings 
by  contract  rather  than  by  city  employees. 

Responsibility  for  Maintenance  of  Municipal  Buildings:    The  maintenance 

of  buildings  owned  by  the  City  of  Boston  and  occupied  in  joint  tenancy  by  two  or 

m^ore  departments  or  agencies  of  the  City  is  the  responsibility  of  the  Buildings 

Division  of  the  Real  Property  Departm.ent.     Buildings  occupied  by  a  single 

municipa!|  agency  are  maintained  by  the  occupying  agency.     There  is  no 


centralized  supervision,    other  than  budgetary,    over  these  several  separate 
maintenance  programs.     Each  departirent  or  agency  having  maintenance 
responsibilities  is  relatively  free  to  detern^^ine  its  own  standards  of 
performiance. 

As  a  result  of  decentralised  responsibility,   n:iaintenance  of  Boston's 
municipal  buildings  varies  greatly  as  to  4uality.     .Preventive  miaintenance 
which  for  the  miajority  of  these  structures  has  been  non-existent  will  be 
essential  for  new  municipal  buildings  under  construction  or  on  the  drawing 
boards.     This  requirement  is  dictated  by  the  complexity  of  modern  air- 
conditioning  and  heating  equipmient  as  well  as  other  electronic  and  electrical 
equipmient  and  controls. 

The  decentralized  responsibility  for  the  rx:iaintenance  of  Boston's 
municipal  buildings  further  discourages  the  developm^ent  of  standards  or  levels 
applicable  to  various  types  of  structures  by  the  fact  that  operating  departm.ents 
are  not  provided  staff  services  to  assist  them  in  preparing  specifications, 
drawing  up  contracts,    or  inspecting  work  in  progress  --or  upon  completion  -- 
for  compliance  with  contract  specifications. 

The  exception  to  this  general  observation  is  found  in  the  School  Building 
Department  which  has  a  professional  staff  that  prepares  specifications  for  work 
to  be  performed  on  school  buildings  and  inspects  such  work  for  compliance 
v/ith  those  specifications. 

Comparative  Data:     The  study  included  efforts  to  find  means  of  m.aking 

valid  co'm.parisons  between  the  City's  building  operations  and  the  operations  of 

other  buildings.     These  efforts  were  largely  futile  because  there  seem  to  be 

more  points  of  difference  than  there  are  points  of  con-^parability  between 
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municipal  buildings  and  other  buildings  for  which  data  could  be  obtained.     These 
differences  are  apparent  even  on  the  most  superficial  examination  and  they  are 
of  such  obvious  degree  as  to  invalidate  most  of  the  possible  comparisons. 

By  way  of  illustration,    it  should  be  noted  that  there  are  rraany  factors 
that  affect  both  standards  and  costs  of  operation  and  maintenance  of  a  building, 
including  the  following: 

1.     Type  of  occupancy. 

E,     Building  population  (numiber  of  occupants). 

3.  Traffic  (persons  moving  in  and  out  of  the  building). 

4.  Number  of  hours  per  day  of  normal  use. 

5.  Quality  of  service. 

6.  Type  of  construction  (including  ratio  of  floor  area  to  voluine  and 
ratios  of  "tenant"  areas  to  public  areas), 

7.  Type  of  finishes  (floor  surfaces,   wall  surfaces,   types  of  partitions, 
areas  of  glass  surfaces,    etc.  ). 

8.  Type  of  furniture  and  furnishings. 

/.    Types  of  heating,   cooling  and  ventilating  systems. 

10.  Age  and  condition  of  building. 

11.  Geographical  location  with  reference  to  clrmatic  condition,    dust- 
fall,   wage  levels,    and  other  locality  variables. 

12.  Personnel  --  conditions  of  emiployment.    Civil  Service,    unionism, 
productivity  of  ennployees,    etc. 

The  foregoing  factors  have  widely  different  weights.     Their  use  as  a 

checklist  to  find  comparability  with  privately  owned  buildings  in  the  City  and 

elsewhere  quickly  reveals  that,    v/ith  few  exceptions,   municipal  buildings  are 

atypical.     This  is  further  confirmed  when  it  is  realised  that  about  the  only 


significant  cost  figures  produced  that  are  available  for  con:;parative  use  are 
figures  as  to  the  cost  per  square  foot  of  tenant  area.     "Thile  some  kind  of 
determination  can  be  made  as  to  v/hat  n-.ight  be  regarded  as  "tenant  areas''  in 
City  Hall,   the  Court  Houses  and  the  area  "Municipal  Buildings",   the  application 
of  the  term  immediately  casts  doubt  on  the  validity  of  so  identifying  them  and  of 
using  such  a  classification.     The  occupying  departrrjents  and  agencies  are  not 
tenants  and  their  relationships  to  building  operations  differ  substantially  fron: 
those  of  tenants. 

Furthermore,   the  present  City  Hall  was  built  in  a  monumental  style  and 
v/ould  be  iir.possible  to  operate  on  a  commercial  basis  with  the  rental  of  space 
at  ordinary  rental  rates.     The  building  was  not  built  for  low  cost  operation  and 
cannot,   therefore,   be  legitimately  compared  as  to  cost  with  buildings  that  were 
built  with  prospective  profits  as  a  niajor  consideration. 
Present  Organization  for  Building  Maintenance 

Charter  Provisions:    The  Assistant  Connmissioner  of  Real  Property  was 
given  the  powers  and  duties  of  the  fornrxer  Public  Buildings  Department  by  the 
Ordinances  of  1954,   Chapter  2,    Section  43,     These  duties  are  essentially  the 
responsibility  for  the  maintenance  and  operation  of  City  buildings  occupied  by 
more  than  one  municipal  agency.     The  Assistant  Commissioner  of  Real  Property 
is  the  operating  head  of  the  Buildings  Division  of  the  Real  Property  Department, 
but  his  authority  is  circumscribed  because  personnel  control  rests  with  the 
Commissioner  of  Real  Property. 

The  responsibility  of  operating  departments  for  the  maintenance  of 
buildings  of  which  they  are  the  sole  occupant  appears  implied  in  Chapter  30 
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of  the  City  Charter  as  amended  by  Acts  1939,    Chapter  156,    Section  1,    and 
Acts  1955,   Chapter  60,    Section  2.     This  section  relates  to  the  authority  of 
officers  and  boards  of  the  City  of  Boston  and  of  the  County  of  Suffolk  to  contract 
for  materials  and  services   and  results  in  a  multiplicity  of  small  service  order 
contracts,    often  without  adequate  specifications  or  work  inspection  and  without 
consideration  for  econoinies  that  might  be  realized  from  consolidation. 

Section  5  of  the  City  Charter  gives  the  necessary  authority  to  the  City 
Council,    with  the  approval  of  the  Mayor,   to  accoinplish  certain  reorganization 
changes.     This  same  section  of  the  Charter,   however,   provides  protection  of 
tenure  to  employees  in  civil  service  positions  if  the  department  or  agency  to 
which  they  are  assigned  is  reorganized. 

Legislation:    Acts  of  the  Massachusetts  Legislature,   in  addition  to  the 
City  Charter,   determine  maintenance  responsibilities  in  the  City  of  Boston. 
(The  Board  of  Commissioners  of  School  Buildings  is  authorized  by  Acts  1929, 
Chapter  351. ) 

The  Auditorium  Comnaission,    established  under  Acts  1954,    Chapter 
164,   will  provide  for  the  maintenance  of  its  facilities. 

The  Suffolk  County  Court  House  Commission  v/as  established  under 
Acts,   1939,   Chapter  333. 

If  no  provision  were  made  by  special  legislation  or  charter  to  effect 
the  control  of  maintenance  in  Boston,  the  necessary  powers  are  provided  in 
the  General  Laws  of  the  State. 

Chapter  40  of  the  General  Laws  defines  the  powers  and  duties  of  cities 
and  towns  of  the  Commonwealth.     7/ith  respect  to  building  maintenance, 
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Gection  3  grants  the  power  to  hold  and  convey  property  and  Section  4  grants  the 
power  to  contract  for  materials  and  services. 

Chapter  41  enumerates  the  powers  and  duties  of  statutory  officers  of 
cities  and  towns  as  well  as  those  of  officers  and  employees  whose  positions 
may  be  established  by  the  acceptance  of  permissive  legislation. 

The  statutory  provision  for  maintenance  by  separate  agencies  has 
considerable  restrictive  bearing  upon  the  scope  of  the  study,      v'/ithout  further 
legislation,   complete  consolidation  of  maintenance  functions  is  impossible. 
Initially,   at  any  rate,   partial  consolidation  seems  the  better  approach. 
School  Buildings  Department 

The  School  Buildings  Department  was  established  by  Chapter  351  of  the 
Acts  of  1929  which  was  accepted  by  referendum.     This  department,   which  is 
under  a  three  member  Board  of  Commissioners  of  School  Buildings,   is 
responsible  for  the  maintenance  of  some  200  school  buildings  in  the  City. 
Administration  of  the  departnient  is  the  responsibility  of  a  superintendent  of 
construction  who  is  appointed  by  the  Board.     All  major  maintenance  work  on 
Boston's  school  buildings  is  performed  by  contract.     Inspection  of  contract 
work  is  made  by  the  staff  of  the  department  which  also  prepares  the  specifi- 
cations for  work  to  be  perforined. 

Consideration  of  Continued  Maintenance  by  a  Staff  Organization  Concerned 
only  with  School  Buildings  versus  Maintenance  by  a  City- "Tide  Centralized 
Staff  Agency:     The  work  load  of  the  School  Buildings  Department  is,'  in  the 
opinion  of  the  consultants,    sufficiently  large  and  of  such  a  nature  as  to 
continue  the  nnaintenance  of  school  buildings  as  the  responsibility  of  this  single 
municipal  agency. 


6 


The  organization  of  the  work  of  supervising  contract  performance  on 
school  building  maintenance  by  area  divisions  appears  feasible  only  because  of 
the  problems  which  are  comnnon  to  all  school  buildings  and  because  of  the 
geographical  distribution  of  these  buildings  throughout  the  City. 

While  a  city-wide  agency  responsible  for  the  maintenance  of  all 
municipal  buildings  could  provide  the  services  of  nnore  specialists,   thisi 
advantage  would  appear  to  be  more  than  offset  by  the  possible  loss  of  standards 
in  operating  procedures  which  might  be  expected  to  result  from  such  centrali- 
zation with  the  inclusion  of  varied  and  multiple-use  buildings.     Furthermore, 
it  must  be  assumed  that  it  will  take  time  and  experience  as  well  as  a  lot  of 
trial  and  error  to  achieve  standards  for  a  centralized  maintenance  agency  that 
will  exceed  those  of  the  School  Buildings  Commission.     Nevertheless,   the 
consultants  are  convinced  that  the  construction  of  new  school  buildings  should 
be  subject  to  centralized  architectural  supervision  in  conjunction  with  the 
City's  capital  budget  program.     Certainly,   if  the  City  does  develop  a  centra- 
lized nnaintenance  agency  with  specialists  in  architecture,   engineering  and  the 
preparation  of  specifications,   they  should  be  utilized  before  the  School 
BuildingsCommission  or  any  other  separate  maintenance  program  resorts  to 
contractual  professional  services.     If  professional  work  must  be  contracted, 
however,    it  should  be  subject  to  review  by  professionals  on  the  City  payroll. 

Because  of  the  statutory  basis,   the  volume  and  nature  of  the  work,   and 
the  standards  and  specialization  already  developed,   it  is  recommended  that 
the  separate  organization  for  the  maintenance  of  school  buildings  rennain 
unchanged.     The  potential  advantages  to  be  gained  by  including  school  buildings 


in  a  consolidated  agency  responsible  for  naaintenance  of  naunicipal  buildings 
would  appear  to  be  offset  by  the  probable  sacrifice  of  the  operating  economies 
that  have  been  developed  in  the  relatively  specialized  area  of  maintenance 
of  this  one  type  of  structure. 
County  Buildings  (except  District  Courts) 

Court  House:     The  responsibility  for  maintaining  Suffolk  County 
Courthouse  which  includes  both  the  "old"  and  the  "new"  court  buildings  rests 
with  the  Courthouse  Commission  consisting  of  three  appointed  nnembers. 
Although  the  City  of  Boston  assumes  the  greater  part  of  the  cost  of  operating 
and  inaintaining  the  combined  buildings,   the  City  administration  has  no 
appointing  authority  to  the  Commission. 

County  Jail:     The  responsibility  for  the  maintenance  of  the  Charles 
Street  Jail  is  that  of  the  elected  Sheriff  of  Suffolk  County.     The  structure  is 
considered  to  be  antiquated,    occupies  an  extremely  valuable  site,   and  is  to  be 
replaced,   the  present  site  having  been  turned  over  to  the  Boston  Redevelopnnent 
Authority  by  Chapter   560,   Acts  of  1964. 

House  of  Correction:     The  responsibility  for  the  maintenance  of  the 
House  of  Correction  located  at  Deer  Island  is  that  of  the  Fenal  Institutions 
Department  which  is  a  city  agency  despite  the  county  status  of  the  institution. 
The  plant  consists  of  23  buildings  and  covers  approximately  38  acres. 

Consideration  of  Continued  Maintenance  of  County  Buildings  by  Present 
Organizations  versus  Maintenance  by  a  Centralized  Staff  Agency:     The  age  of 
the  present  Jail  and  the  House  of  Correction,   the  continued  consideration  of 
the  feasibility  of  the  State  Government  taking  over  all  penal  institutions  in 
the  Commonwealth  plus  the  existing  policy  of  combining  the  duties  of 


journeyman  n:iechanics  with  those  of  security,   the  training  and  discipline  of 
and  occupational  therapy  for  the  inmate  populations  of  the  Suffolk  County 
institutions  would  appear  to  make  any  immediate  change  in  existing  arrange- 
ments inadvisable.     Nevertheless,   the  construction  of  any  new  penal  facilities 
or  modification  of  existing  ones  should  be  subject  to  centralized  architectural 
supervision. 

The  Courthouse,    however,   poses  problems  of  operation  and  maintenance 
which  are  similar  to  those  of  City  Hall.     The  standards  should  be  comparable 
when  the  new  City  Hall  structure  is  occupied,    inasmuch  as  both  will  be  part  of 
the  Government  Center.     These  standards,   further,    should  compare  favorably 
with  those  of  the  new  federal  building  and  the  new  state  office  building  also 
to  be  nearby  in  the  Governpient  Center. 

A  repeal  of  the  Special  Act  of  the  Legislature  which  established  the 
Suffolk    County  Courthouse  Commission  would  be  necessary  to  make  possible 
the  inclusion  of  the  Courthouse     in  a  centralized  maintenance  and  operating 
program.     The  proposed  change  in  the  administration  of  operation  and  mainten- 
ance of  the  two  buildings  comprising  the  Courthouse  should  not,    however,    be 
accompanied  by  any  reduction  in  the  contribution  of  the  Commonwealth  to  the 
operation  and  maintenance  of  the  structures. 
Buildings  Maintained  by  Occupying  Operating  Agencies 

Hospital  Departnnent:    The  plant  of  the  three  major  operating  divisions 
of  the  Hospital  Department  --  the  Main  Hospital  for  general  diseases,   the 
Sanatorium  Division  for  tuberculosis  cases  and  the  Long  Island  Division  for 
chronic  cases,   plus  the  East  Boston  Relief  Station  for  accident  cases  -- 
consists  of  some  60  buildings,   the  majority  of  which  are  old  and  are  undergoing 
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or  are  scheduled  to  undergo  extensive  rehabilitation.     In  addition  an 
ambitious  program  of  new  construction  is  included  in  the  capital  outlay 
schedule  of  the  departinent. 

The  physical  condition  of  the  plant  at  Long  Island  is  particularly 
unsatisfactory.     During  the  past  decade  there  have  been  argunnents  advanced 
for  the  abandonment  of  the  site  as  a  hospital  location.     During  the  same  period 
there  have  been  unsuccessful  attempts  to  utilize  a  $5.  7  million  loan  authori- 
zation to  construct  a  new  hospital  building. 

A  report  submitted  in  1959  by  a  firm  of  management  consultants 
suggested  that  the  Commonwealth  eventually  assume  the  functions  of  Long 
Island  -  -    basically  the  care  of  the  chronically  ill  and  infirm. 

Chapter  608,   Acts  of  1961,   made  the  State  responsible  for  tuberculosis 
programs.     Provision  is  made  in  the  law  for  the  Public  Health  Commissioner 
to  acquire  city  and  county  sanatoria.     The  City  of  Boston,    however,    is  still 
operating  its  sanatorium  on  a  contract  basis  with  the  State. 

The  maintenance  of  the  City  Hospital  plant  together  with  the  construc- 
tion of  new  facilities  under  this  institution's  long-range  program  for 
improvement  will  be  such  a  substantial  assignment  by  itself  that  the 
maintenance  functions  of  the  Hospital  Department,    in  the  opinion  of  the 
consultants,    should  not  for  the  present  be  assigned  to  a  central  agency. 
T^/hen,   however,    architectural  and  engineering  services  are  called  for,    a 
centralized  agency  should  be  able  to  exercise  powers  of  approval. 

A  sound  preventive  maintenance  program  --  scheduled  inspections, 
replacements  of  worn  or  deteriorated  fixtures,    repainting  and  the  lijce  in 
advance  of  projected  failures  calling  for  major  repairs  --  is  perhaps  more 
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needed  by  the  hospital  institutions  than  for  other  municipal  buildings, 
important  as  the  development  of  such  a  program  is  for  all  city  and  county 
structures.     The  aforementioned  1959  consultants'  report  recommended  that 
such  a  program  be  initiated  at  the  City  Hospital  without  further  delay.     It  is 
proposed  that  the  program  include  inspection  schedules,    check  lists  and  an 
equipment  record  file  to  ensure  administrative  control.     Among  the  items 
mentioned  which  should  be  included  in  the  program  are  electrical  and  plumbing 
facilities,   niotors  and  mechanical  appliances,   laundry  equipment,   painted 
surfaces  and  floor  surfaces.     A  soundly  devised  preventive  maintenance 
program  would  supplant  the  present  practice  whereby  nearly  all  maintenance 
is  performed  on  an  emergency  or  "breakdown"  basis.     As  with  construction, 
it  is  apparent  that  the  hospital  is  naoving  toward  a  planned  maintenance  program 
that  should  substantially  reduce  the  current  volume  of  emergency  work.     At 
least  for  the  present,    the  actual  maintenance  work  should  remain  with  the 
hospital  staff. 

"Welfare  Department:     The  V/elfare  Department  operates  and  maintains 
a  central  office  building  together  with  district  offices  and  a  temporary  home 
for  women  and  children.     The  contemplated  capital  budget  program  proposed 
by  the  Boston  Redevelopment  Authority  schedules  the  replacement  of  the 
"Chardon  Street  Home"  and  conversion  of  the  present  building  to  a  training 
center  for  V7elfare  Department  employees. 

The  central  office  and  the  proposed  training  center  buildings  of  the 
iA'^elfare  Department  will  have  maintenance  problems  similar  to  those  of  other 
office     buildings    located    in    the  Government  Center.     It  is  suggested,   despite 
present  high  standards  of  performance,   that  responsibility  for  maintenance 
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be  assigned  to  a  centralized  agency.     It  should  be  feasible  to  compute  charges 
for  work  on  and  in  these  structures  with  a  proper  cost  accounting  system  -- 
an  essential  requirement  of  the  contemplated  new  agency.     Adequate  cost 
determination  will  support  claims  for  federal  funds  for  which  the  City  is 
eligible  for  building  maintenance.     Therefore,   the  receipt  of  such  funds  should 
not  be  jeopardized  by  placing  responsibility  for  the  naaintenanee  of  Welfare 
Department  buildings  in  a  central  agency.     As  for  the  use  of  welfare 
recipients  in  maintenance  and  custodial  care,   this  form  of  work  relief  could 
easily  be  practical  under  the  new  agency  with  cooperative  Welfare  Department 
supervision. 

Health  Department:    Contemplated  construction  for  the  Health  Depart- 
ment of  six  new  buildings,    conversion  of  four  others  and  the  retention  of  five 
existing  units  to  provide  fifteen  neighborhood  centers  for  public  health  services 
is-  scheduled  in  the  aforementioned  capital  budget  program  of  the  Redevelop- 
ment Authority,     The  Health  Department  headquarters  and  the  Haymarket 
Square  relief  station  are  scheduled  for  acquisition  by  the  BRA  and  presumably 
will  be  demolished. 

It  is  recommended  that  the  neighborhood  health  centers  and  the  welfare 
district  office  buildings  be  maintained  and  cared  for  by  a  central  city  agency. 
These  structures  have  common  problenns  --  these  problems,    nnoreover,    are 
those  which  are  common  to  office  buildings  operated  by  the  City  and  County. 

Police  Department:     The  Police  Department  operates  17  structures, 
including  its  headquarters  building  on  Berkeley  Street.     The  City's  proposed 
capital  budget  program  prepared  by  the  Boston  Redevelopment  Authority 
^Contemplates  the  eventual  replacement  of  several  existing  structures  with 
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city-wide  police  services  to  be  provided  from  less  than  ten  district  station 
buildings. 

Police  buildings  are  unique  and  pose  peculiar  maintenance  problems 
because  of  the  fact  that  they  operate  year-round  on  a  twenty-four -per -day 
schedule.     Their  custodial  and  maintenance  standards  should  be  uniform  --a 
condition  not  prevalent  under  the  present  policy  which  holds  the  division  senior 
officers  responsible  for  the  operation  and  maintenance  of  the  individual 
stations. 

It  is  recommended  that  the  responsibility  for  maintaining  police 
buildings  be  assigned  to  a  centralized  municipal  agency.     Police  officials 
would  then  be  relieved  of  tasks  which  are  wholly  unrelated  to  the  primary 
functions  of  law  enforcement.     The  new  organization  would  be  expected  to 
develop  standards  of  maintenance  based  on  the  high  utilization  factoriwhich 
characterizes  police  structures,   to  provide  force  account  employees  for 
custodial  and  maintenance  work,   and  to  provide  architectural,   engineering, 
contractual  and  training  services  when  needed. 

Fire  Department:     It  is  reconnmended  that  no  change  in  policy  be 
adopted  in  the  immediate  future  for  the  maintenance  of  the  forty-five  Fire 
Department  buildings.     Six  of  the  single  engine  and  single  ladder  stations  and 
twelve  multiple -connpany  stations  are  to  be  replaced  under  the  capital  budget 
program,    another  instance  where  the  City  Architect  should  be  involved. 
Housekeeping  of  dormitory  facilities  at  the  stations  ties  into  various  aspects 
of  station  maintenance,    however,    and  the  contributions  of  station  crews  to 
station  maintenance  might  easily  be  lost  if  responsibility  were  taken  away  irom 
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the  Fire  Department.     The  Department  does  have  its  own  central  maintenance 
facilities,    which  could  be  ejcpanded  or  better  utilized  to  reduce  reliance  on 
services  under  contract  maintenance. 

Traffic  and  Parking  Department:      This  department  occupies  a  head- 
quarters office  built  in  1950  which  is  essentially  an  office  building  with 
ancillary  shop,   garage  and  related  facilities.     Its  general  maintenance  should 
be  the  responsibility  of  a  centralized  city-wide  agency  ;      its    present  custodial 
and  operating  arrangements  appear  adequate. 

Printing  Plant:     Maintenance  of  the  City's  printing  plant  should  also  be 
the  responsibility  of  a  central  agency.     Greater  technical  supervision  over 
maintenance  work,   whether  performed  by  contract  or  by  city  forces,    can  be 
made  available  in  a  centralized  agency  father  than  i&  departments  with 
relatively  small  plant  facilities. 

Library  Department:     The  Library  Department  operates  the  Central 
Library  in  Copley  Square,    the  Kirstein  Business  Branch  in  the  Edward 
Kirstein  Memorial  Building,   and  26  branch  libraries.     Five  of  the  latter  are 
currently  housed  in  municipal  buildings  for  which  the  Library  Department  does 
not  have  maintenance* responsibility.    Still  others  are  in  private  buildings  not 
directly  under  City  control. 

The  Department's  organisation,   policies  and  procedures  relating  to 
building  maintenance  and  even  more  particularly  to  housekeeping  are  superior 
to  those  of  the  majority  of  City  and  County  departnnents.     Its  current  standards, 
while  attainable  by  a  centralized  agency,    are  nevertheless  higher  than  those 
which  such  an  agency  might  establish  initially  for  city-wide  application,    and 
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should  not  be  threatened  with  downgrading  while  a  new  agency  finds  its  proper 
role.     It  is  reconnmended  that  initially  the  facilities  of  the  Library  Department 
be  excluded  from  the  responsibilities  of  the  central  agency,   to  assure  no 
diminution  of  the  current  level  of  service. 

Public   y/orks  Department:     The  present  headquarters  buildings  of  the 
Public  Works  Department  stretching  along  Albany  Street  are  reportedly 
scheduled  for  demolition  and  replacement.     They  are,   for  the  most  part, 
converted  barracks,    stables  and  haylofts  dating  back  one  hundred  years  or 
more.     The  City's  proposed  capital  budget  program  contemplates  the  use  of 
the  site  for  new  buildings  which  would  house  services  and  adjuncts  of  the  City 
Hospital. 

The  replacement  of  present  building  facilities  of  the  Public   V/orks 
Department  with  a  new  plant  on  land  adjacent  to  the  South  Bay  incinerator  will 
eliminate  many  of  the  present  most  vexing  maintenance  problems.     It  is 
proposed  that  the  structural  maintenance  of  the  new  building  and  the  district 
buildings  of  the  Department  be  the  responsibility  of  a  centralized  agency. 
Centralized  responsibility  for  custodial  care  should  also  assure  greater 
cleanliness. 

Parks  and  Recreation  Department:    The  Parks  and  Recreation  Depart ■«?• 
ment  maintains  45  field  houses  located  on  public  playgrounds,    13  recreation 
centers,    14  greenhouses,    one  clubhouse  located  in  a  public  golf  course,    2 
outdoor  and  2  indoor  swimming  pools,    2  solariums,   16  public  bath  houses,    one 
main  office  building  and  one  recreation  office  building,    3  cemetery  office 
buildings  and  between  60  and  70  other  buildings  inclu.ding  shops  and  other 
maintenance  structures. 
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These  buildings  obviously  vary  markedly  with  respect  to  maintenance 
problems  and  particularly  as  to  required  standards.     Many  of  the  maintenance 
tasks  which  are  required  are  those  which  can  be  performed  by  departnnental 
personnel  during  inclement  weather.     Properly  supervised,   these  employees 
can,   during  such  otherwise  non-productive  periods,    enable  the  Department  to 
hold  down  its  maintenance  costs. 

The  feasibility  of  assigning  manpower  according  to  the  conditions  of 
weather,    season  or  other  variable  is  an  important  management  advantage  which 
the  Parks  and  Recreation  Department  should  retain  and  utilize  more  fully 
rather  than  place  heavy  reliance  on  service  orders  for  minor  jobs.     The 
consultants  suggest  that  for  the  immediate  future  the  responsibility  for  the 
maintenance  of  Park  Department  buildings  be  left  unchanged. 

If  departments  whose  buildings  are  not  recommended  for  imnnediate 
inclusion  in  the  responsibilities  of  a  centralized  maintenance  agency  continue 
to  rely  heavily  upon  service  orders  for  maintenance  work,    it  is  then 
recommended  that  the  central  agency  have  power  to  review  the  service  orders 
before  contracts  are  awarded  as  to  specifications,   possible  consolidation  for 
competitive  bidding,    or  the  possible  use  of  force  account  personnel. 
Municipal  Auditorium 

The  Auditorium  currently  under  construction  will  include  an  exhibition 
hall,    assembly  hall  a.nd  accessory  rooms  suitable  for  exliibitions,    conventions, 
etc.     The  responsibility  for  the  operation  and  inaintenance  of  the  structure 
belongs  by  statute  to  a  five -member  Auditorium  Comnaission.     The  standards 
of  maintenance  for  this  vitally  important  adjunct  to  the  "New  Boston"  must  be 
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at  a  high  level.     It  is  the  opinion  of  the  consultants  that  additional  legislation 
should  be  sought  to  place  the  Auditorium  under  the  central  agency  with 
respect  to  maintenance. 
New  City  Hall 

The  Government  Center  will  be  the  heart  of  Boston's  redevelopment 
program.     Its  new  federal,    state  and  municipal  government  buildings  should 
be  operated  and  maintained  at  a  level  comparable  to  that  of  the  City's  modern 
private  office  buildings.     There  are  few  who  would  challenge  the  observation 
that  the  City  must  operate  and  nnaintain  its  new  municipal  office  building  at  a 
much  higher  standard  than  that  which  is  in  evidence  for  the  present  City  Hall 
and  /.Jinex. 

The  progrannming  of  preventive  maintenance  and  the  development  of 
essential  cost  data  will  require  special  skills  which  the  City  will  have  to 
recruit  or  develop  by  promoting  and  providing  professional  or  technical 
training  to  ennployees  who  have  conducted  the  nnore  successful  programs  at 
the  operating  department  level.     The  need  for  a  more  professional  approach 
to  building  maintenance  applicable  to  the  new  City  Hall  and  the  Auditorium 
would  justify  the  strengthening  of  technical  staff  support,    even  if  maintenance 
of  all  existing  nnunicipal  buildings  were  satisfactory.     The  technical  services 
which  must  be  made  available  to  maintain  these  two  new  structures  should, 
however,    be  available  through  the  new  central  agency  to  all  city  and  county 
agencies  that  have  custodial  and  maintenance  responsibilities. 
Buildings  Maintained  by  the  Real  Property  Derpartment,    Buildings  Division 

The  Buiidiiigs  Division  of  the  Real  Property  Department  is  responsible 

for  the  care  and  management  of  City  buildings  not  held  by  specific  departments. 

These  include  the  present  City  Hall  and  City  Hall  Annex  together  with 
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*  uildings  located  in  many  paft^  of  the  City  and  occupied  by  courts  and 
municipal  departments,    Selective  Service  local  boards,    Civilian  Defense 
boards  and  others.     The  buildings  are  frequently  open  to  the  public  after  hours 
for  civic,    social  and  other  meetings. 

The  Buildings  Division  is  also  responsible  for  the  care  and  nnaintenance 
of  10  city-owned  buildings  which  are  leased  to  veterans'  organizations. 

Area  municipal  buildings  which  are  maintained  are  located  in  the 
Brighton,    Charlestown,    Dorchester,    Hyde  Park,    Jamaica  Plain,   Roslindale 
and  Roxbury  sections  of  the  City  as  well  as  two  in-town  structures  located  on 
Tyler  and  West  Brookline  Streets  respectively.     These  latter  two  structures 
will  be  replaced  as  part  of  the  South  End  renewal  project  which  it  is  understood 
will  include  a  modern  connmunity  center  in  the  South  Cove  area. 

Court  Houses  which  are  maintained  by  the  Buildings  Division  are 
located  in  Brighton,    East  Boston,   Roxbury,    South  Boston  and  "^est  Roxbury. 

The  Division  maintains  Faneuil  Hail,    the  Quincy  Market,    the  old  State 
House  on  Washington  Street  and  the  Dillaway  House  in  Roxbury.     It  is 
responsible  for  the  First  Corps  Cadets  Arnnory  on  Arlington  Street  together 
with  other  miscellaneous  structures  housing  branch  libraries,    district  police 
stations,    admissions  office  for  the  Long  Island  Hospital,    etc. 

The  proposed  capital  budget  program  prepared  by  the  Boston  Redevelop- 
nnent  Authority  calls  for  the  replacement  of  most  of  the  area  municipal  buildings 
with  a  new  functional  designed  type  of  structure  which  will  bring  to  the  City's 
neighborhoods  the  decentralized  office  operations  of  municipal  agencies  such 
as  the  Office  of  Neighborhood  Improvement,    Welfare  Department,    Department 
of  Veterans'  Services,   the  Redevelopment  Authority,   the  Collector-Treasurer, 
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I 
etc.     All  present  municipal  buildings  except  that  nanned  for  former  Mayor  Tobin 

in  Roxbury  are  over  40  years  old.     Their  design  is  considered  to  be  outmoded. 

The  contemplated  program  would  reduce  the  number  of  inunicipal  buildings  to 

six,    including  three  new  ones  to  be  constructed. 

The  Buildings  Division  of  the  Real  Property  Department  could  provide 

the  nucleus  for  a  centralized  and  enlarged  agency  responsible  for  the  care  and 

maintenance  of  city  and  county  buildings  except: 

1.  School  buildings 

2.  Hospital  buildings 

3.  Jail  and  House  of  Correction 

4.  Fire  Department  buildings 

5.  Library  Department  buildings 

6.  Park  and  Recreation  Department  buildings 

7.  Existing   Public  '7orks  Department  buildings 

The  Buildings  Division  includes  165  authorized  positions  concerned  with 
the  operation  and  maintenance  of  City  buildings  and  33  positions  concerned 
with  the  operation  and  maintenance  of  County  buildings.     The  annual  City  and 
County  budget  provides  for  certain  expenses  of  the  Division  to  be  charged  to 
the  County  for  the  operation,    maintenance  and  care  of  seven  buildings  housing 
district  courts  and  other  County  agencies 

The  Real  Property  Department,    in  addition  to  the  functions  of  its 

Buildings  Division  in  the  operation  and  maintenance  of  municipal  and  court 

buildings  not  assigned  to  a  specific  department,    has  the  responsibility  for  the 

care  and  disposition  by  public  auction  of  all  real  estate  belonging  to  the  City 

which  is  not  held  by  other  departments  for  specific  municipal  purposes.     It 

also  has  the  responsibility  of  providing  for  certain  off-street  parking  facilities. 
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Evaluation  of  Decentralized  Management  of  City-Owned  Buildings 

The  discussion  in  the  immediately  preceding  report  sections  summarizes 
briefly  the  conclusions  of  the  consultants  as  to  problems  of  building  maintenance 
that  seem  peculiar  to  certain  individual  operating  departments.     These  problems 
appear  to  make  inadvisable  the  inclusion  of  buildings  operated  by  these  depart- 
ments in  a  central  staff  agency  responsible  for  the  maintenance  of  municipal 
buildings. 

These  peculiar  problems  together  with  the  relatively  satisfactory 
performance  now  being  rendered  would,   for  now,   justify  leaving  buildings  of 
the  Fire,    Library  and  Park  and  Recreation  departments  under  departmental 
control  as  to  both  operation  and  maintenance. 

The  number  of  specialized  buildings  in  the  Hospital  Department  and  the 
many  school  buildings  in  Boston  would  appear  to  make  inadvisable  any 
immediate  change  in  the  legal  responsibility  of  the  Hospital  Trustees  and  Board 
of  Commissioners  of  School  Buildings  for  the  maintenance  of  these  structures. 

The  age  of  the  buildings  of  the  Public    v/orks  Department  on  Albany 
Street  and  their  probable  early  replacement  would  appear  to  make  it  inadvisable 
to  saddle  a  new  agency  with  the  responsibility  for  their  maintenance.     Vfhen 
replaced,   the  new  plant  should  be  turned  over  to  a  centralized  agency  for 
maintenance. 

The  two  County  institutions  --  the  Jail  and  the  House  of  Correction  -- 

present  too  nnany  problenas  to  justify  the  attention  they  would  demand  on  the 

part  of  a  new  agency  whose  first  responsibility  should  be  to  prevent  the 

deterioration  of  the  City's  new  structures  and  to  rehabilitate  those  structures 

whose  useful  life  may  be  prolonged  by  improved  maintenance.     There  appears 

to  be  no  immediate  alternative  except  that  a  central  agency  might  provide 
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technical  consulting  services,    might  offer  training,   might  approve 
specifications  and  service  orders  and  nnlght  provide  alternative  or  emergency 
force  account  maintenance  to  the  present  system  of  emergency  rfepairs  at 
these  two  institutions. 
Y/hat  is  Centralized  Building  Maintenance  ? 

The  consultants  in  the  course  of  the  study  leading  to  this  report  were 
fortunate  to  have  available  a  report  issued  in  February,   1964,   by  the  American 
Public  Works  Association.     The  report  which  was  prepared  by  the  Association's 
Buildings  and  Grounds  Committee  represents  over  five  years  of  study.     Its 
findings  and  recomnnendations  are  applicable  in  substantial  measure  to  the 
maintenance  of  public  buildings  operated  by  the  City  of  Boston  and  the  County 
of  Suffolk. 

The  report  concludes  that  local  governments  have  lagged  behind  private 
building  owners  and  managers,    schools  and  colleges,    states  and  the  federal 
government  in  recognizing  the  value  of  centralized  maintenance  of  buildings. 

The  report  further  concludes  that  large  savings  in  manpower  can  be 
achieved  by  centralized  building  maintenance  activities  and  by  properly 
training  and  supervising  custodial  personnel.     Other  measurable  savings  are 
realizable  from  the  centralized  requisitioning  of  materials  and  supplies  made 
possible  by  standardization  and  larger  quantity  purchasing.     As  a  result  of 
careful  inspection,    estimating  and  work  evaluation,    information  may  be 
produced  which  can  be  utilized  in  establishing  maintenance  standards  and 
budgeting  funds  to  meet  those  standards. 
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The  aforementioned  report  of  the  American  Public  Works  Association 
lists  the  following  component  parts  of  centralized  building  naaintenance: 

1.  Organization 

2.  Inspection 

3.  Planning  and  estinnating 

4.  Scheduling 

5.  Work  accomplishment 
S.     Performance  evaluation 

Even  a  cursory  consideration  of  these  factors  will  result  in  the 
inevitable  conclusion  that  professional  competence  is  essential  to  their  proper 
functioning.     Qualified  personnel  to  provide  this  professional  competence  can 
be  justified  only  if  the  work  load  to  be  performed  offers  the  opportunity  to  hold 
unit  costs  at  a  reasonable  level.     It  is  not  reasonable  that  all  operating  depart- 
ments be  provided  with  the  services  of  technicians  who  are  needed  to: 

1.  Establish  desired  levels  and  standards  of  maintenance 

2.  Produce  cost  data  that  will  measure  work  accomplishment 

3.  Prepare  accurate  time  and  cost  estimates 

4.  Develop  preventive  maintenance  naethods  and  procedures 

5.  Prepare  specifications  for  work  to  be  done 
Y/hy  Centralized  Maintenance  ? 

New  Skills  Required:     Public  buildings  under  construction  in  Boston  and 
those  scheduled  in  the  City's  capital  budget  program  will  contain  many  new 
materials  which  will  give  much  more  satisfactory  service,    improved  appear- 
ance and  longer  life  with  proper  maintenance. 

Equipment  which  is  being  installed  in  modern  public  buildings  has 

become  increasingly  complicated.     More  and  new  skills  are  required,    not  only 
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for  the  installation  of  such  equipiiient,    but  also  for  its  operation  and  maintenance 
Training  programs  for  City  employees  in  developing  these  new  skills  will  be 
necessary  unless  such  equipment  is  maintained  entirely  by  contract  as  will  be 
discussed  in  a  later  report  section.     Even  then,    operation  cannot  be  taken  for 
granted  without  some  training.     The  new  City  Hall  and  the  Auditorium,  ;  If  they 
are  to  be  maintained  by  City  employees,   will  require  in  a  relatively  short 
period  of  tinne  that  trained  maintenance  men  be  available.     They  must  be  taught 
the  importance  of  preventive  maintenance.     They  must  have  sufficient 
knowledge  and  intelligence  to  call  for  assistance  from  skilled  mechanics  at 
the  proper  time. 

Cost  of  Custodial  Services:      The  annual  report  of  the  Department  of 
Public   v7orks  of  the  City  of  New  York  lists  the  cost  of  custodial  services  as 
33%  of  the  total  budget  of  the  Division  of  Building  Management.     A  recent  report 
published  by  the  National  Association  of  Building  Owners  and  Managers  states 
that  for  S02  privately  owned  and  operated  buildings  in  the  United  States, 
cleaning  costs  comprise  a  total  of  approximately  1/3  of  all  costs  of  maintenance 
and  operation,    including  general  office  and  building  expense,    operation  of 
elevators  and  tenant  alterations. 

It  is  obvious  that  the  total  cost  of  custodial  services  for  the  structures 
to  be  maintained  by  a  central  agency  will  be  a  major  item  in  the  operating  costs 
of  the  City  and  County  governments.     It  is  also  obvious  that  the  supervision  and 
training  of  employees  performing  these  services  should  be  at  a  higher  level, 
an  objective  that  can  most  readily  be  achieved  by  a  single  staff  agency. 

Service  to  Using  Agencies:      The  responsibilities  of  a  central  building 

maintenance  agency  would  include  that  of  assisting  dependent  agencies  in 

carrying  out  their  as sigijad  duties.     Maintenance  and  custodial  care  are  staff 
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services  which  should,   when  provided  centrally,   release  time  of  experienced 
police  officials  for  important  considerations  of  public  safety. 

The  custodial  service  which  necessarily  must  be  performed  largely 
after  working  hours  of  the  using  agency  can  be  performed  more  effectively  by 
a  staff  agency  with  an  adequate  force  of  trained  supervisors. 

Development  of  Maintenance  Standards:     A  determination  of  what  is  the 
proper  level  of  controlled  maintenance,   while  difficult  to  obtain,   is  basic  to 
good  building  management.     It  should  be  made  for  each  class  and  type  of 
equipment  as  well  as  for  the  various  components  of  the  building  itself. 

Except  for  the  Y/elfare  Department  buildings,   those  structures  proposed 
to  be  maintained  by  a  central  agency  should  be  subject  to  higher  maintenance 
standards  than  those  currently  in  operation.     The  standards  to  be  applied  to  the 
City's  new  structures  must  not  be  allowed  to  fall  to  the  level  currently  applied 
to  many  City  and  County  buildings. 

In  the  case  of  operating  departments  that  retain  control  of  their  buildingS; 
standards  of  custodial  care  and  maintenance  should  not  be  left  to  their 
discretion,     A  central  maintenance  agency  will  have  the  technical  skills,   the 
overall  perspective  and  the  budgetary  appreciation  to  assure  the  unifornaity, 
quality  and  costs  that  standards  are  expected  to  determine  or  control.      .'7ith 
respect  to  building  operation,   custodial  care,   preventive  maintenance  and 
routine  general  maintenance,    standards  --  when  developed  and  found 
attainable  --  should  be  published  as  a  manual  for  the  guidance  of  both  central 
agency  personnel  and  operating  departments  with  responsibilities  for  their  own 
buildings.     Such  a  manual  can  also  be  broadened  in  scope  to  include  professional! 
approved  methods  and  procedures  for  achieving  established  standards. 
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Manuals  published  by  the  New  York  Port  Authority,   the  City  of  New  York,  the 
State  of  New  York  and  various  professional  and  trade  organizations  suggest 
possible  format  and  content. 

Preparation  of  Specifications:    A  central  maintenance  agency  will  have 
the  skills  to  draw  up  the  proper  specifications  for  work  necessary  to  achieve 
the  standards  it  sets  for  care  and  maintenance.     This  may  not  be  the  case  in 
operating  departments  that  retain  control  of  their  own  buildings.     To  eliminate 
the  possibility  of  reliance  upon  contractors  for  determination  of  specifications 
on  work  they  expect  to  do,   the  operating  departments  should  be  required  to 
submit  their  specifications  to  the  central  agency  for  review  and  should  be 
able  to  call  upon  it  for  professional  assistance  in  the  preparation  of  those 
specifications.     Such  a  review  requirement  would  call  attention  to  work  that 
might  be  consolidated  with  similar  work  for  another  department  or  to  the 
possible  economy  of  using  force  account  mechanics. 

Improved  Svpervision:    Jtudies  by  industry  indicate  that  without  a 
nnaintenance  management  plan,   maintenance  labor  is  on  the  average  only  30 
percent  productive.      .Vith  a  planned  and  properly-functioning  management 
program,   this  productivity  has  been  found  to  increase  up  to  60  or  65  percent. 
It  is  not  reasonable  to  expect  that  the  average  operating  department  can  afford 
the  management  effort- that  might  achieve  this  increase  in  productivity.     The 
supervision  to  accomplish  this  level  of  performance  should  be  the  responsibility 
of  a  central  staff  agency . 

In-Service  Training:      The  consultants  believe  that  the  rate  of  turnover 
among  the  lower  paid  positions  concerned  with  building  maintenance  -- 
particularly  cleaning  --  could  be  reduced  by  a  high  quality  in-service  training 
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program.     3uch  a  program  should  be  operated  by  a  central  agency  rather  than 
by  individual  departments,   but  should  be  available  to  all  ennployees  of  all 
departments  with  building  niaintenance.  responsibilities. 

The  introduction  of  modern  equipment  --  not  only  installed  equipment 
but  also  equipment  used  by  maintenance  forces  --  is  an  added  reason  for 
uniform  in-service  training  of  employees  assigned  to  building  maintenance, 
including  the  cleaning  function. 

Supervisory  Training:     Probably  the  most  needed  improvement  in 
general  maintenance  of  Boston's  municipal  buildings  is  the  selection  and  proper 
training  of  supervisors.     It  is  a  responsibility  which  should  be  shared  by  the 
Personnel  Division  of  the  Administrative  Services  Departxnent  and  a  central 
staff  agency  which  would  perform  building  maintenance.     It  is  a  management 
innprovement  of  such  significance  that  the  responsibility  for  its  successful 
development  cannot  be  left  to  the  operating  departmients  of  the  City  and  County. 

A  training  program  for  supervisory  maintenance  personnel  should 
include  employees  in  those  departments  and  agencies  which  would  retain  the 
responsibility  for  their  own  buildings. 

Until  a  program  is  launched  for  the  recruitment  and/or  proper  training 

of  supervisors,   preventive  maintenance  which  is  so  essential  for  County  and 

City  buildings,    particularly  new  ones,    is  unlikely  to  become  a  reality. 

Boston's  Growing  Investment  in  the  Crristruction,    Maintenance  and  Operation 
of  Public  Buildings 

School  Buildings:     The  recommendations  in  a  1962  report  of  the  Harvard 

School  of  Education  are  incorporated  in  the  City's  proposed  capital  budget 

program  with  certain  modifications, 
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Specifically  recommended  in  the  capital  budget  program  are; 

1.  A  new  campus  for  an  expanded,    comprehensive  English  High  School 
of  5500  students. 

2.  A  new  trade  high  school  --  cooperative  vocational  building 

3.  Eight  new  intermediate  schools  and  four  additions  to  existing  schools 

4.  Fifty-three  new  elementary  schools  and  eight  additions  to  existing 
schools 

5.  Conversion  of  the  present  English  High  School  building  in  the  Fenway 
for  Girls'  Latin  School 

Also  included  in  the  proposed  capital  budget  program  are: 

1.  Purchase  and  remodelling  of  a  new  building  for  the  School  Departmen 
supply  room  and  for  shops  and  storage  facilities  of  the  School 
Buildings  Department. 

2.  Renovation  of  the  present  City  Hall  and  Annex  as  headquarters  for 
the  School  Departnnent  and  the  School  Buildings  Department 

Since  1950,   the  School  Buildings  Department  has  undertaken  only  about 
$15  million  in  new  construction.     The  proposed  capital  budget  program  calls 
for  the  construction  of  $97  million  in  new  buildings  during  the  period  of  1963- 
1970  in  addition  to  a  greatly  accelerated  repair  and  rehabilitation  progrann. 
Proposed  total  capital  expenditures  for  the  School  Department  during  this 
period  total  $115  million. 

City  Hall  and  Auditorium:    The  construction  of  the  new  City  Hall  and  the 
Auditorium,    authorized  by  special  legislative  acts  and  financed  outside  the 
statutory  debt  limit,    is  estimated  to  cost  $37  million. 

Other  Municipal  Buildings:  The  capital  budget  program  contenriplates 
the  construction  of  approxiraately  60  additional  new  buildings  through  the  end 
of  1975,     Included  in  this  total  are: 

1.  An  $11  million  expansion  progranri  for  the  central  library 

2.  A  new  courthouse  and  detention  center 
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3.  A  public  works  headquarters  building  plus  a  second  major  incineratoi 

4.  Ten  new  branch  libraries 

5.  Twenty  community  centers 

6.  Fifteen  new  fire  stations 

7.  Three  new  police  stations,   a  major  training  center,   a  new  service 
and  property  center 

u.     Six  additional  health  centers 

9.     One  new  welfare  department  office  building  plus  replacement  of  the 
Chardon  Street  Home 

10.     A  major  construction  and  rehabilitation  program  at  City  Hospital 
Managing  the  Capital  Budget  Program 

Design  and  Construction:     The  RedevelopiTient  Authority  report  points 
out  that  the  various  City  and  County  agencies  are  not  equipped  to  undertake  the 
proposed  tremendous  program  of  design  and  construction  within  the  framework 
of  their  present  staffing.     The  1963-1975  program  calls  for  an  average  of  ten 
new  buildings  a  year  against  an  average  of  three  buildings  a  year  in  the  past 
twelve;  over  $25  million  in  annual  capital  spending  is  proposed  compared  to 
$3  million  annually  in  the  past  twelve. 

To  organize  and  adniinister  the  cap-'tal  program,   the  report  proposes 
the  authorization  of  the  position  of  city  architect.     He  would  be  responsible  for 
the  supervision  of  design  and  construction  of  all  buildings  except  schools.     He 
would,   however,   assist  the  School  Coinmittee  and  the  School  Buildings  Depart- 
ment in  the  design  of  school  buildings  and  in  the  integration  of  school 
construction  plans  with  related  city  programs. 

The  city  architect,   under  the  proposals  of  the  Redevelopment  Authority, 
would  be  responsible  for  all  bidding  procedures,   documents  and  contracts  for 

building  construction,    except  for  the  School  Buildings  Department.     The  large 
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volume  of  work  which  the  proposed  office  would  handle  would  achieve  more 
efficiency  and  capability  in  assuring  the  full  compliance  of  contractors  with 
specifications  and  procedures. 

The  proposed  office  of  the  city  architect,    which  is  not  located  in  the 
City's  organizational  structure,   would  be  staffed  by: 

1.  Design  specialists,   including  space  utilization  personnel 

2,  Construction  inspectors  who  would  set  standards  for  clerk  of  the 
works  operations,   do  field  audits,   insure  a  better  quality  of 
construction  and  scrutinize  a  newly  connpleted  building  with  great 
care  before  final  payments  are  made  to  contractors 

Controlled  Maintenance:    Existing  or  potential  hazards  which  could 
result  in  expensive  repairs  or  which  could  jeopardize  public  safety  are  not 
easily  observed.      7i^en  located,   they  should  be  referred  to  an  organization 
directly  responsible  for  their  prompt  correction.     If  in  the  same  organization 
a  good  preventive  maintenance  program  has  been  developed,   potential  hazards 
will  be  located  more  quickly  than  through  infrequent  inspections. 

The  consultants,    therefore,    recommend  that  the  responsibility  for  the 
maintenance  of  nnost  City  and  County  buildings  be  assigned  to  the  proposed 
office  of  city  architect.     Structures  operated  by  the  School,   Hospital,   Fire, 
Library,   and  Park  and  Recreation  departments  as  well  as  the  Suffolk  County 
Jail  and  House  of  Correction  would  not  initially  be  included  in  the  work  load  of 
this  agency  for  reasons  set  forth  in  preceding  sections  of  this  report.     The 
proposed  new  agency,   however,   would  render  staff  services  to  these  City  and 
County  agencies  by  providing  technical  assistance  relating  to  particularly 
difficult  maintenance  problems,  .the  conduct  of  training  programs,   the  deter- 
mination of  standards,   the  preparation  of  specifications,   and  the  awarding  of 

contracts. 
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Centralized  Control  of  Maintenance  Funds:     The  funds  which  are 
appropriated  annually  for  building  maintenance  would  be  under  the  control  of 
the  proposed  office  of  city  architect.     The  budget  format  for  City  and  County 
agencies  is  readily  adaptable  to  this  proposed  central  control  of  maintenance 
funds. 

Programs  as  appearing  in  the  budget  of  the  Buildings  Division  of  the 
Real  Property  Department  would  be  expanded  to  reflect  the  increased  work  load 
of  the  new  agency.     Plant  inaintenance  and  custodial  care  would  be  eliminated 
from  the  programs  appearing  in  the  budgets  of  those  agencies  for  which  these 
functions  would  be  performed. 

The  control  of  custodial  and  maintenance  funds  by  the  proposed  central 
agency  is  recomn:iended  in  order  to: 

1.  Assure  the  development  of  maintenance  standards  which  would  be 
achieved  on  a  planned  and  scheduled  basis  rather  than  on  an  inter - 
nnittent ,   break-down  basis 

2,  Provide  direct  supervision  of  the  maintenance  labor  force 

3.  Prevent  over-rxiaintenance  as  well  as  under -maintenance 

4.  Assure  that  corrective  action  is  taken  before  advanced  deterioration 
necessitates  major  repairs 

5,  Correlate  the  work  force  and  work  capacity  of  each  maintenance 
labor  group  with  its  work  load 

6,  Reduce  to  a  miniinui"  the  nunnber  of  record-keeping  systems 
The  proposed  central  agency  is  likely  to  be  more  successful  in  the 

developnnent  of  significant  cost  records  if  it  has  control  of  maintenance 
appropriations  than  if  maintenance  funds  continue  to  be  appropriated  to  the 
several  City  and  County  operating  agencies. 

The  Building  and  Grounds  Committee  of  the  American  Public    vVorks 
Association  plans  to  develop  a  manual  on  standard  cost  accounts  for  public 


building  maintenance.     It  is  recommended  that  this  costing,   when  developed,   be 

followed  so  that  connparable  records  can  be  made  available  among  cities  and 

counties  throughout  the  country.     Significant  comparative  data  of  this  nature 

would  provide  the  proposed  office  of  city  architect  with  valuable  management 

information. 

Place  of  the  Proposed  Central  /:gency  For  Building  Maintenance  in  the 
Organizational  Struqture  of  Gity  and  Gounty  Government 

General:    The  Gommittee  on  Building  and  Grounds  of  the  American 
Public   v7orks  Association  in  1961  sent  out  a  questionnaire  to  a  number  of  cities 
and  counties  to  obtain  current  information  concerning  the  administration  of  the 
maintenance  of  public  buildings.     Replies  were  received  from  135  governmental 
agencies  in  the  United  States  and  30  in  Ganada.     Of  this  number  of  responding 
agencies,   141  or  65%  reported  that  responsibility  for  their  building  nnaintenance 
was  decentralized.     Centralized  maintenance  control  --  where  it  occurs  among 
the  141  reporting  units  --is  not  related  to  the  population  size  of  a  city.     The 
conclusion  of  the  Committee  is  that,   in  general,   city  governments  have  not  as 
yet  realized  the  significant  potential  savings  inherent  in  centralized  main- 
tenance control. 

Departmental  Status:    It  is  important  that  the  organization  which  will 

be  responsible  for  the  maintenance  of  a  new  facility  have  the  opportunity  to 

review  plans  as  they  are  being  developed  by  architects  in  order  to  assure  their 

convenience  and  economy  in  care  and  maintenance.     In  fact,   the  organization 

unit  which  will  be  responsible  for  cleaning  surfaces  should  be  in  on  all  phases 

of  the  planning  and  design  of  the  structure.     A  n-iajor  error  or  an  extravagant 

whim  in  design  can  be  very  costly  in  increasing  cleaning  costs  which  become 

an  annual  recurring  item. 
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Sanitation  design  should  be  incorporated  in  architectural  decisions  and 
in  the  selection  of  material  and  equipment.     It  is  estinnated  that  modern 
features  of  sanitation  design  can  lead  to  reductions  in  annual  cleaning  costs  of 
as  much  as  30%.     Many  of  these  features  are  relatively  inexpensive  if 
incorporated  at  the  planning  step,  but  prohibitively  expensive  after  the 
structure  is  built. 

The  relationship  of  building  design  to  maintenance  efficiency  and  the 
size  of  the  City's  contem.plated  building  program  through  1975  could  justify 
giving  departmental  status  to  the  proposed  office  of  city  architect.     The 
present  organizational  structure  of  the  City  government,   however,   appears  to 
provide  the  machinery  for  tlie  assignment  of  the  managennent  function  of 
building  design,   construction,   inaintenance  and  sanitation  to  an  existing  agency. 

Real  Froperty  Department:     The  enlargement  of  the  Buildings  Division 
of  the  Real  Property  Department  to  take  over  the  proposed  functions  of  the 
city  architect  with  respect  to  the  design,   construction,   maintenance  and 
sanitation  of  City  and  County  buildings  is  not  recomnnended.     These  responsi- 
bilities are  not  complementary  to  the  care  and  disposal  of  property  acquired 
for  taxes  and  surplus  real  estate  belonging  to  the  City  of  Boston. 

The  creation  of  an  architectural  bureau  within  the  Public  Buildings 
Department,   the  predecessor  organization  to  the  Real  Froperty  Department, 
was  recommended  in  the  Finance  Commission's  1949  administrative  study  of 
the  organizational  structure  of  Boston's  city  government.     The  sanne  study 
recommended  that  a  bureau  of  building  maintenance  also  be  established  within 
the  Public  Buildings  Department  to  assume  the  responsibility  for  the  main- 
tenance of  all  buildings  owned  by  the  City  except  those  under  the  jurisdiction 

of  the  School  Buildings  Department. 
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During  the  intervening  15  years,   continued  decentralization  has  resulted 
in  some  acceleration  in  the  deterioration  of  the  City's  and  the  County's 
physical  plant.     The  tremendous  capital  outlay  program  which  is  underway  and 
the  enhanced  status  of  governnaent  buildings,   particularly  those  in  the  new 
Government  Center,   have  created  problems  which  are  unlikely  to  be  solved  at 
the  division  level  in  the  Real  .Property  Department. 

Public  V/orks  Department:    The  organization  pattern  in  New  York  and 
Los  /jigeles  and  to  a  somewhat  lesser  extent  in  Chicago  assigns  responsibility 
for  the  maintenance  of  most  City  and  County  buildings  to  the  Public  Works 
Department. 

The  arguments  in  support  of  placing  responsibility  for  building 
maintenance  in  the  same  organization  as  that  responsible  for  design  and 
construction  appear,   however,   to  outweigh  those  which  recognize  building 
maintenance  as  requiring  planning,    scheduling,   inspection  and  supervision 
similar  to  the  requirements  for  public  works  functions.     It  is  not  recommended, 
therefore,   that  the  responsibility  for  the  design  and  construction  of  public 
buildings  be  a  function  of  Boston's  Public   V7orks  Department. 

Administrative  .Services  Department:     It  is  recomimended  that  the 

proposed  office  of  city  architect  with  responsibility  for  the  design,   construction 

and  miaintenance  of  municipal  buildings  to  the  extent  set  forth  in  preceding 

sections  of  this  report  be  created  as  a  division  of  the  Administrative  Services 

Department.     The  operation  of  the  new  City  Hall,   the  Courthouse,   Auditorium, 

municipal  buildings,   area  police  stations,     ./elfare  Department  and  Health 

Department  buildings  should  be  the  responsibility  of  this  division,   in  the 

opinion  of  the  consultants,     A  discussion  of  the  relationship  of  operation  and 

maintenance  of  these  structures  appears  in  a  following  report  section. 
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The  functions  of  the  proposed  office  of  city  architect  should  be  closely- 
coordinated  with  those  of  the  Administrative  Division  of  the  Department  as  well 
as  with  the  management  controls  exercised  by  the  Administrative  Services 
Board. 
Building  Operation 

Existing  Procedures:    The  operation  of  City  and  County  buildings 
consisting  of  the  provision  of  heating,   elevator,   telephone,   custodial, 
receptionist  and  information,   matron  and  similar  services  is  also  decentra- 
lized.    These  services  are  provided  at  different  standards  or  levels  of 
proficiency,   depending  upon  the  degree  of  supervision  exercised  by  the 
responsible  agency.     There  is  an  obvious  need  to  standardize  these  services  -- 
particularly  the  custodial  or  plant  sanitation. 

Plant  Sanitation:    A  publication  issued  by  the  Port  of  New  York  Authority 
defines  plant  sanitation  as  "the  maintenance  of  an  environment  that  is  conducive 
to  the  health,   well-being  and  comfort  of  our  patrons  and  employees."    The 
Authority  points  out  that  the  nature  of  its  services  brings  its  facilities, 
personnel  and  operations  under  the  daily  scrutiny  of  the  public.     The  manage- 
ment of  the  Authority,   therefore,    oelieves  that  its  concern  for  the  health,    well- 
being  and  comfort  of  its  patrons  and  employees  exceeds  that  of  enlightened 
private  management  which  recognizes  these  responsibilities  in  the  field  of 
industrial  hygiene. 

Plant  sanitation  constitutes  approximately  1  /3  of  the  total  maintenance 
dollar  expended  by  the  Port  of  New  York  Authority.     It  may  properly  be 
charged  to  building  operation  or  maintenance  or  to  both.     The  relationship 
between  building  cleaning  and  mechanical  and  electrical  preventive  maintenance 
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is  so  close  that  the  responsibility  for  both  routine  activities  should  be  placed  in 
the  same  organization.     Both  activities  are  subject  to  the  same  factors  namely: 

1.  The  suitability  of  the  nnaterial  and  equipment  used  in  the  operation 

2.  The  effectiveness  and  efficiency  of  the  method  employed 

3.  The  degree  of  exactness  with  which  labor  is  deternnined  and 
allocated 

4.  The  thoroughness  and  practicability  of  the  training  given  to  the 
operating  staff 

5.  The  quantity  and  quality  of  supervision  provided 

6.  The  objectivity  with  which  the  end  product  is  inspected  and 
evaluated   * 

Historically,    because  of  the  low  unit  cost  of  labor  and  the  position  of 
the  sanitation  function,   management  has  given  less  attention  to  these  activities 
than  to  structural  maintenance  which  is  usually  performed  by  carpenters, 
painters,    electricians,   plumbers  and  other  mechanical  skills  in  the  building 
trades.     The  rising  cost  of  building  sanitation,    however,    is  currently  of  vital 
concern  to  management  of  private  as  well  as  public  buildings.     Enlightened 
management  is  applying  the  techniques  of  work  analysis,    work  allocation  and 
work  scheduling  to  this  activity  to  imiprove  performance  and  control  costs. 

The  proposed  office  of  city  architect  to  which  would  be  assigned  the 
responsibility  for  building  maintenance  should,    therefore,    also  be  given  the 
responsibility  for  cleaning  the  buildings  under  its  jurisdiction.     The  office 
should  be  staffed  with  supervisors  for  plant  sanitation  who  :> 

1.  Are  technically  qualified 

2.  Possess  the  supervisory  know-how  to  get  things  done 

3.  Through  management  orientation  will  endeavor  to  save  unnecessary 

expense 

4.  Will  be  sensitive  to  the  needs  of  the  public  they  serve 

5.  Will  understand  management  objectives  * 

*Source:  Fort  of  New  York  Authority,    Course  for  Supervisors,    Sanitation 
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Telephone  Services:    Centralized  responsibility  for  furnishing  telephone 
services  provides  an  area  for  potential  cost  savings.     A  report  by  the  Office  of 
General  Services  of  the  State  of  New  York  which  was  established  in  I960 
describes  an  annual  saving  of  $125,  000  resulting  from  the  elimination  of  about 
fifty  operators'  positions.     The  saving  was  made  possible  by  the  introduction  of 
"Centrex"  to  serve  forty-five  agencies.     The  system  permits  the  caller  to 
reach  state  officials  without  going  through  intervening  telephone  switchboards. 
It  provides  twenty-four  hour  service,   automatic  toll  call  identification,   and 
makes  every  extension  virtually  a  private  telephone.     The  saving  was 
accomplished  without  causing  hardship  to  any  individual;  each  displaced  switch- 
board operator  was  transferred  to  fill  an  existing  clerical  vacancy  for  which 
she  was  qualified.     The  Bureau  of  Operating  Services  in  the  New  York  Public 
Works  Department  is  also  providing  Centrex  service  for  operating  departments. 

Heating  and  Ventilating:     The  standardization  of  equipment  and  supplies 
which  is  a  responsibility  of  the  relatively  new  Office  of  General  Services  in  the 
government  structure  of  New  York  State  has  reportedly  resulted  in  reconciling 
divergent  viewpoints  as  to  functions  of  the  "boiler  room"  crew  in  various  state 
buildings.     The  pooling  of  personnel  assigned  to  heating  and  ventilating 
activities  has  facilitated  the  replacing  of  operators  during  vacation  periods  and 
during  periods  of  prolonged  absence  due  to  illness  or  for  other  reasons. 
Automation  and  electronic  controls  are  being  widely  applied  in  the  heating  and 
ventilation  of  new  and  modernized  buildings. 

Elevator  Service:    Elevator  service  is  becoming  more  a  question  of 
maintenance  than  operation  with  the  installation  of  automated  cars  and  the 
consequent  elinnination  of  operators.     The  advantages  of  centralized  supervision 
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of  those  employees  assigned  to  operate  the  rennaining  manually  controlled 

units  are  obvious.     Posts  can  be  staffed  for  the  most  part  by  personnel  already 

on  the  payroll,   thus  avoiding  new  hiring  as  vacancies  occur.     A  central  agency 

could  furthermore  standardize  the  quality  of  service  which  would  be  in  effect 

for  all  municipal  buildings  under  its  control,  ' 

Consideration  of  the  Relative  Advantages  of  Maintenance  of  Public  Buildings 
by  Contract   Versus  Force  Account 

General:    The  cost  of  maintaining  a  modern  office  building,   including 
the  cleaning  function  discussed  in  a  preceding  report  section,   can,   over  a  ten- 
year  period,   exceed  the  construction  cost  of  the  building.     Boston's  new  City 
Hall  is  designed  with  aesthetic  considerations  paramount,   but  with  careful 
attention  being  given  to  features  which  will  result  in  efficiency  of  maintenance. 
Can  the  City  maintain  this  $25  million  structure  nnore  economically  with  its 
own  employees  or  by  contract? 

Cleaning:     The  contract  cleaning  business  has  become  a  multi-million 
dollar  enterprise.     Cleaning  maintenance  accounts  for  1/3  to  1/2  of  the 
operating  costs  of  the  average  office  building. 

Proponents  of  contract  cleaning  emphasize  that  the  building  owner 
benefits  by  the  following  services  which  the  contractor  provides: 

1.  Recruits,    screens,   and  places  workers  in  jobs  that  best  suit  their 
abilities  . 

2.  Engages  top  personnel  specialists,  who  constantly  keep  up-to-the- 
minute  methods  at  work  in  researching  and  testing  new  techniques 
of  employee  orientation,   training,   motivations  and  development  , 

3.  Maintains  a  fully  integrated  staff  to  support  line  workers  in  every 
aspect  of  their  needs; 

a.     Purchasing  experts  who  can  buy  high  quality  materials  and 
equipment  at  reasonable  volume  prices  , 
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b.  Supply  and  delivery  personnel  who  nnake  sure  that  the  right 
things  are  in  the  right  place  at  the  right  time  . 

c.  Payroll  technicians,   using  modern  electronic  and  mechanized 
equipment,   who  nneet  payroll  deadlines  promptly  and  accurately 

d.  Industrial  engineers,   who  constantly  investigate  new  and  better 
ways  to  do  an  ever -higher  quality  job  while  saving  steps  and 
needless  motions  . 

e.  Research  and  development  engineers,   who  undertake  long-range 
projects  to  design  and  develop  materials  and  machines  for  better, 
seifer,   more  efficient  ways  of  cleaning  and  maintaining  building 
interiors  and  exteriors. 

4,     Coordinates  all  activities  through  a  supervisory  control  system 
which  assures  that  all  services  are  performed  adequately  and  on 
schedule 

a.  Individual  building  supervisors  maintain  production  control  record 
which  show  the  service  required,    when  it  is  to  be  done,   when  it 
was  done  . 

b.  Supervisors  assure  themselves  of  quality  job  performance  through 
frequent  inspections  . 

c.  Check  inspection  visits  by  field  managers  and  contractor  company 
executives  serve  as  guarantee  of  supervisory  control  • 

d.  Personnel  and  union  relations  problenis  are  channeled  through 
supervisory  personnel  --  who  usually  take  care  of  questions 
promptly  and  fairly  --  giving  all  employees  a  feeling  of  security 
and  well-being.     The  occasional  difficult  situations  beyond  their 
ability  to  settle,   are  passed  along  to  personnel  and  labor  relations 
stciff  experts  . 

e.  In  daily  touch  with  building  superintendents,    supervisors  help 
mesh  gears  between  day  and  night  operations  . 

In  contrast  to  the  arguments  cited  above  in  support  of  contract  cleaning, 

protagonists  of  owner -management  cleaning  point  to  the  following  advantages  of 

staff  maintenance: 

1.  Complete  control  of  cleaning  crews 

2.  Closer  control  over  new  employees  and  special  or  emergency 
cleaning  jobs 
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3.  Employees  who  are  more  loyal  to  management  because  they  are 
members  of  the  team,  take  pride  in  a  permanent  assignment,   and 
know  they  will  be  back  tomorrow. 

4.  Greater  satisfaction  on  the  part  of  tenants  (or  in  the  case  of  a 
municipality  --  occupying  departments)  because  the  same  individual 
cleans  their  offices  on  a  regular  schedule. 

5.  Management  interest  and  support. 

Services  provided  by  a  typical  contract  cleaning  organization  include: 

1.  Single  daily  projects  such  as  waste  collection  and  removal. 

2.  Single,   intermittent  or  periodic  projects  such  as  washing  outside 
window  surfaces. 

3.  Supplemental  services  to  assist  a  staff  cleaning  organization  in 
completing  an  unusually  heavy  work  load  or  in  meeting  some  deadline. 

4.  Selected  types  of  services,    such  as  night  crew  cleaning  only,   or  the 
cleaning  of  administrative  areas  only,  with  the  balance  of  work  being 
done  by  internal  personnel. 

5.  The  complete  cleaning  of  a  given  portion  of  a  facility  such  as  outlying 
or  remotely  located  buildings. 

6.  Management  services  which  might  consist  of  the  operation  of  the  entire 
cleaning  department,   including  the  provision  of  supervisory  personnel, 
but  with  the  basic  cleaning  personnel  continuing  to  work  on  the 
client's  payroll. 

7.  Complete  cleaning  services  with  all  jobs  and  responsibilities  assumed 
by  the  contractor. 

8.  Variations  and  combinations  of  these  possibilities. 
Advantages  of  Contract  Cleaning;    The  growth  of  the  contract  cleaning 

industry  obviously  could  not  have  been  possible  without  an  increase  in  the  number 

of  buildings  using  this  service  and  also  a  continuing  use  from  year  to  year. 

Prospective  advantages  appear  to  be: 

1.     Costs  --  in  many  instances  a  cost  advantage  is  claimed  where  the  wages 
paid  by  the  contractor  to  his  personnel  are  the  same  or  even  greater 
than  those  paid  by  organizations  that  operate  their  own  cleaning  depart- 
ments.    The  cost  advantage  is,   however,   obviously  less.     The  advantage 
in  pay  also  becomes  more  pronounced  for  the  contract  cleaner  doing 
night  cleaning. 

-  39  - 


2.  Avoidance  of  hazards  to  the  organization's  own  employees.     This  is 
especially  the  case  in  such  jobs  as  outside  window  cleaning  on 
multi-story  buildings. 

3.  Performance  of  extra  work  without  increasing  basic  staff.     Contract 
cleaning  personnel  can  be  hired  for  seasonal  cleaning,    or  for 
services  where  there  is  a  temporary  increase  in  tenant  occupancy, 
production,   patient  census,   or  ennployee  levels. 

4.  Avoidance  of  the  investment  in  specialized  housekeeping  equipment, 
thus  reducing  the  over-all  capital  investnnent. 

5.  Availability  on  short  notice  for  emergency  cleaning. 

6.  Higher  productivity  than  from  force  account  ennployees  whose  tenure 
is  protected,   often  too  well,   by  Civil  Service  or  another'forna  of 
job  security. 

Disadvantages  of  Contract  Cleaning:     There  is  considerable  evidence 
that  a  large  number  of  organizations  which  have  used  contract  cleaning  have 
returned  to  doing  the  work  with  their  own  personnel.     It  is  also  apparent  that 
many  organizations  change  their  contract  cleaners  frequently.     (One  recent 
survey  reports  that  40%  of  organizations  formerly  using  contract  cleaners  have 
returned  to  force  account  and  that  the  average  nunaber  of  changes  is  at  least 
six  for  each  client.  ) 

Dissatisfaction  appears  to  be  based  on  one  or  more  of  the  following 


reasons: 


1,  Progressive  deterioration  of  quality.     Both  the  client  and  the 
contractor  contribute  to  this  situation;  the  client  by  selecting  the 
lowest  price  bid  without  an  evaluation  of  what  this  means  in  terms  of 
possible  cleaning  quality  obtainable  at  the  price.     The  contractor,   on 
the  other  hand,   may  continue  to  decrease  quality  by  "as  much  as  the 
trsiffic  will  bear"  in  order  to  increase  his  profits. 

2.  Disparity  in  basic  objectives  of  the  contractor  and  the  client.     The 
contract  cleaner  expects  to  make  a  profit  on  a  contract  into  which 
the  client  has  entered  in  order  to  obtain  the  maximum  cleaning 
possible  (both  as  to  quantity  and  quality)  for  the  dollar  expended. 

3.  Loss  of  management  control. 

4,  Loss  of  proprietary  attitude  when  employees  work  for  the  contractor 
rather  than  the  organization  for  which  the  work  is  performed. 
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5.  Security  control  problems. 

6.  Loss  of  flexibility  to  meet  changing  conditions. 

The  probleni  of  deteriorating  quality  is  particularly  acute  in  government  and 
those  organizations  which  require  annual  renewal  of  contracts,      .'/hile  criticisms 
have  been  voiced  as  to  the  additional  problems  of  competition  in  i)id€ing,  an  in- 
volvement of  labor  iirfions,  and  political  and  other  interference,  these  problems 
are  not  readily  explored.     (N.   B.     The  preceding  arguments  supporting  or 
opposing  contract  cleaning  have  been  developed  in    part  from  articles  appearing 
in  recent  issues  of   'Buildings"  magazine  and  material  supplied  by  contract 
cleaners.) 

Lighting  Maintenance:     The  maintenance  of  lighting  installations  is, 
however,    one  aspect  of  miaintenance  that  can  often  be  performed  more 
economically  by  contract  than  by  force  account,   particularly  under  a  planned 
program.     This  is  specialized  work  which  is  tnost^efficiently  perforrhed\  with 
constantly  improved  equipment  and  naethods.     Types  of  electrical  maintenance 
services  available  are  in  general: 

1.  Service  on  call,   generally  on  a  cost-of -material  plus  labor  basis. 
Usually  standard  prices  are  set  up  for  specific  items. 

2.  Complete  maintenance  of  the  installation,   furnishing  all  materials 
(including  lamps)  and  labor  for  cleaning  at  pre-arranged  intervals. 

3.  Partial  service  such  as  a  complete  lamp  change  each  year  with  the 
customer  making  necessary  interim  replacements. 

The  advantage  leading  to  this  specialised  type  of  contract  maintenance 

usually  accrues  from  one  of  the  following  factors: 

1.  Less-than-fuU  time  help  required* 

2.  Considerable  travel  would  be  involved  for  force  account  staff. 

3.  Specialized  equipment  is  needed. 
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4.  The  occupancy  of  the  building  is  temporary. 

5.  Political  considerations  are  over-riding. 

Recommendations:    Careful  consideration  of  the  advantages  and  dis- 
advantages of  contract  cleaning  leads  the  consultants  to  recommend  that  the 
work  continue  to  be  performed  by  city  employees  except  for  such  specialized 
tasks  as  the  cleaning  of  lighting  fixtures  as  discussed  above.     The  basic  reason 
for  this  recommendation  is  that,   to  ensure  contract  performance,    doublte' 
Buperviaion.  i^.nece3,3,ar^.    A  duplicate  cre^. of  trained 'iTrsfpeGtorsWouid.  be  • 
required, on  duty  during  night  cleaning  operations.     The  technical  knowledge 
which  these  employees  should  possess,   if  they  are  to  perform  their  duties 
effectively,   could,    in  the  opinion  of  the  consultants,   be  directed  to  the  super- 
vision of  city  employees.     For  example,   at  the  predetermined  level  of 
cleanliness  which  is  to  be  the  standard  for  the  new  City  Hall,   unit  costs  should 
be  less  if  the  work  is  performed  by  city  employees  adequately  trained  and 
constantly  supervised. 

The  necessary  training,   inspection  and  supervision  to  permit  this  City 
to  achieve  the  cleanliness  standards  which  will  have  to  be  established  for  its 
public  buildings  can  be  provided  iTiost  effectively  by  centralized  control,   as  has 
been  discussed  in  preceding  report  sections.     The  sections  which  follow  will 
discuss  the  steps  which  should  be  taken  so  that  an  organization  which  is  capable 
of  performing  the  cleaning  function  of  buildings  would  be  ready  to  take  over  the 
responsibility  for  the  new  City  HaU  in  1967. 
Employee  Training 

Applicable  to  Cleaning  Activity:     The  largest  single  expense  in  operating 
a  public  building  is  generally  the  cost  of  cleaning.     The  largest  number  of 

building  service  employees  are  engaged  in  this  activity.     It  is  the  phase  of  work 

-  42  - 


to  which  the  proposed  central  building  maintenance  agency  should  devote  most 
of  its  attention.  If  correct  cleaning  inethods  and  practices  are  followed  and  if 
ennployees  who  perform  this  work  are  properly  supervised,  a  high  standard  of 
service  should  be  attained. 

Ennployees,   therefore,    should  be  instructed  in  those  cleaning  nnethods 
which,    if  properly  followed  and  applied,    will  result  in  an  acceptable  standard  of 
cleanliness  with  nninimum  physical  effort.     Deterinination  by  management  within 
the  Administrative  Services  Department  will  be  necessary  as  to  the  cleanliness 
level  to  be  achieved  in  each  building  and  in  each  area  thereof. 

The  Port  of  New  York  Authority  rates  cleanliness  levels  of  "Excellent,   ' 

"Gbod,  "  "Fad-r,  "  "Poor,  "  and  '!V«ry  Podr;  "'Numerical  values  ard^assigned  tb-  "'■  ■ 
"elements"  of  cleaning  such  as  floors  and  baseboards,   furniture  and  counters, 
walls  and  woodwork,    ceilings,    windows  and  blinds,    and  lighting  fixtures.     For 
each  of  the  cleanliness  levels,    degrees  of  applicability  are  assigned  numerical 
values  and  it  is,   therefore,    possible  to  deternnine  the  standard  cleanliness 
level  desired  as  a  percentage  of  a  theoretically  perfect  score.     It  has  been  the 
experience  of  the  Authority  that  once  a  standard  cleanliness  level  has  been 
established  for  a  particular  building  or  facility,    any  variation  thereof  can  be 
costly  --  economically  and  quality-wise. 

The  management  of  the  /  uthority  exercises  considerable  control  over 
the  materials  and  equipment  used  in  its  cleaning  operations,   supplementing  this 
control  with  method  standardization.     The  most  practical  and  efficient  method 
of  cleaning  each  type  of  surface  or  area  has  been  developed  by  careful  study 
and  analysis.     The  application  of  these  methods  is  essentially  a  product-  of 
employee  training  and  supervision.     It  provides  a  uniform  approach  to  cleaning 
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problems  which  are  common    to  all  of  the  Authority's  facilities.     Standard 

methods  also  provide  the  technical  specifications  for  contract  cleaning  operaVv' 

tions  when  used  by  the  Authority. 

The  Port  of  New  York  Authority  descrioes  a  standard  cleaning  method 

as: 

"1,     The  definition  of  the  work  to  be  done  in  the  cleaning  of  a  particular 
surface  or  area. 

2.  The  listing  of  the  material  and  equipment  to  be  used  in  the  operation. 

3.  The  number  of  personnel  to  be  used  in  the  operation. 

4.  The  transportation  of  equipment  and  material  to  the  scene  of 
operations,   including  the  specification    of  the  safeguards  to  be 
employed  in  protecting  the  safety  of  both  patrons  and  employees. 

5.  The  preparation  of  niaterial  and  equipnnent. 

6.  The  spelling  out  of  the  method  in  a  l-E-3-step  presentation  so 
that  each  of  the  personnel  involved  knows  exactly  what  is  expected 
of  him,     (The  steps  in  an  operation  are  arranged  in  the  order  in 
which  they  can  be  m^ost  effectively  performed,  ) 

7.  The  standard  time  required  to  perform  the  operation.  '    * 

The  Authority  considers  that  the  establishment  of  standard  cleaning 

methods  provides  its  management  with: 

"1,     Knowledge  that  employees  have  available  studied  methods  for 
performing  their  work. 

2.  Illustrated  instruction  for  training  purposes. 

3.  Source  of  information  for  supervisory  personnel  in  improving  the 
quality  of  operations. 

4.  Knowledge  that  these  operations  have  been  exercised,   evaluated 
and  resolved. 

5.  Time  standards  which  can  be  used  in  an  equitable  and  efficient 
division  of  the  work  load, 

6.  Assistance  in  obtaining  tenant  cooperation  in  the  cleaning  field.  "  * 
*  Burner,   Albert  J.   and  Ehmann,   Richard  F. ,   ''lA  Top  Management  Training 
Frograna  in  Plant  Sanitation,  '  paper  presented  to  Seventh  Annual  Conference 
of  the  Institute  of  Sanitation  Management,    Chicago,   Cctober  1962. 
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Applicable  to  Other  Maintenance  Activities:    The  same  principles  of  industrial 
engineering  that  are  applied  to  method  standardization  for  cleaning  Port 
Authority  facilities  are  also  applied  by  this  agency  to  other  maintenance 
progranns  in  connection  with,  its  properties. 

Instruction  manuals  covering  the  maintenance  and  operation  of 
mechanical  and  electrical  installations  specify  precisely  the  steps  to  be 
followed  as  part  of  a  preventive  maintenance  program. 

Recommendations:     The  present  training  program  conducted  by  the 
Administrative  Division  of  the  Administrative  Ger vices  Department  should  be 
expanded  to  include  complete  "on  the  job     instruction  of  cleaning  personnel. 
This  program  expansion  should  be  developed  without  delay  and  should  be  in 
operation  by  early  1965.     Those  employees  who  will  be  assigned  to  the  new  City 
Hall  should  have  completed  this  instruction  before  the  new  structure  is  occupied. 

Material  and  techniques  developed  by  the  New  York  Port  Authority,   the 
General  Services  Administration  of  the  national  government  and  several  states 
and  cities  are  available  for  instructional  purposes.     Demonstration  is  one 
commonly  used  technique.     For  example,   a  trained  demonstrator  assists 
cleaning  personnel  in  manual  dexterity  and  rauscular  coordination.     Those 
observing  the  demonstration  are  in  turn  asked  to  go  through  the  method, 
imitating  the  movements  of  the  denaonstrator  and  having  ttheir   mistakes 
corrected.     Bulletins,   instruction  manuals  and  meetings  disseminating  infor- 
mation,  with  photographic  illustrations  relative  to  the  proper  use  of  materials 
and  care  of  equipment,   are  also  valuable  to  a  training  program.     Humorous 
cartoons  depicting  the  "don't"  in  cleaning  operations  can  be  effective, 
particularly  in  communicating  the  pet  peeves  of  supervisors  to  the  cleaning 

staff. 
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Meetings  in  which  members  of  the  cleaning  staff  are  addressed  by  the 
supervisor  have  a  place  in  the  successful  program.     These  meetings  could 
serve  to  emphasize  the  importance  of  the  work,   and  can  be  utilized  to  stress 
specific  phases  of  sanitation  activity. 

The  effectiveness  of  training  techniques  depends  to  a  degree  on  the  scope 
of  the  program.     The  consultants  recommend  that  training  programs  should  be 
developed  carefully,   expanded  gradually,   and  evaluated  periodically.     Properly 
administered,    a  program  which  would  employ  most  recognized  training  tech- 
niques should  be  in  the  best  interest  of  the  City  in  its  building  cleaning 
activities.     Only  with  well  trained  and  supervised  workers  will  it  be  possible 
to  naeet  the  need  to  improve  standards  of  cleanliness.     The  investment  in  a 
well  designed  and  properly  executed  program  is  supportable  in  view  of  the 
number  of  cleaning  workers  employed  and  the  considerable  annual  cost  of 
building  sanitation. 

Training  programs  should  also  be  developed  for  employees  engaged  in 
other  phases  of  building  maintenance.     It  is  recommended  that  such  programs 
be  under  way  not  later  than  1966. 
Employee  Supervision 

Applicable  to  Cleaning  Activity:     The  role  of  supervision  in  the 
successful  cleaning  program  cannot  be  over -emphasized.     This  is  the  trans- 
mittal point  where  standards  relative  to  methods,   materials,    equipment  and 
manpower  are  put  into  practice.     Good  supervision  includes: 

1,  Training  the  worker 

2.  Allocating  work  efficiently  and  fairly 

3.  Providing  clear  and  detailed  work  instructions 

4,  Following  up  and  inspecting  the  work  which  has  been  performed 
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The  degree  of  efficiency  in  any  cleaning  program  is  frequently  in  direct 
ratio  to  the  "time  appreciation"  of  the  supervisor.       '/ork  should  be  allocated  by 
the  sanitation  supervisor  on  the  basis  of  his  experience  and  knowledge  of  how 
long  it  takes  to  perform  various  sanitation  operations. 

Cleaning  work  cannot,   however,   be  allocated  on  the  basis  of  any  one 
factor.     It  is  effectively  assigned,   rather,   on  the  basis  of  a  number  of  standards 
which  vary  according  to  the  type  of  area  being  considered,   the  traffic  within 
the  area,   the  level  at  which  management  wants  the  particular  area  maintained, 
and  in  some  cases  the  peculiarities  of  the  surfaces  involved. 

Nevertheless,   cleaning  of  office  space  can  often  be  allocated  on  a  square 
foot  basis  because  office  equipment,   desks,   files,   cabinets,   business  machines, 
partitions,   and  the  surrounding  floor,   wall,   ceiling,   and  light  fixtures  have 
become  so  standardized  in  recent  years.     In  an  expanding  economy  where 
office  space  is  at  a  prennium,   the  office  population  and  the  equipment  with 
which  it  works  have  tended  to  reach  a  saturation  point  in  terms  of  space 
requirements  beyond  which  the  efficiency  of  office  procedures  will  be  impaired. 
The  degree  of  congestion  within  various  office  areas  has  tended  to  make 
cleaning  requirements  similar  and  the  use  of  square -foot  work  allocation  valid. 

Through  careful  studies,   various  criteria  for  performing  specific 
cleaning  tasks  have  become  available.     A  recent  study,   for  example,   has 
established  37  minutes  as  the  time  for  one  employee  to  clean  1,  000  square  feet 
of  office  space,   a  standard  which  includes  cleaning  ash  trays,    emptying  waste 
baskets,   dusting  equipment  surfaces,   dry  maintenance  of  resin  finished  floors 
and  routine  care  of  office  partitions,   doors  and  light  fixtures.     In  contrast, 
the  sweeping,    mopping  and  scrubbing  of  open  floors  can  be  assigned  within 
rather  rigid  time  schedules  with  the  one  important  variable  being  the  degree  of 
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By  the  so-called  Gilbert  Formula  for  sanitation  management,   work 
units  are  assigned  to  various  cleaning  operations,   with  275  of  these  established 
work  units  as  the  equivalent  of  one  hour  of  productive  work.     Such  time  stan- 
dards are  of  value,   however,   only  if  accompanied  by  a  detailed  description  of 
the  methods  to  be  employed.     The  determination  and  utilization  of  sanitation 
methods  are  part  of  the  training  and  supervision  functions. 

Applicable  to  Other  Maintenance  Activities:    Supervision  is,   of  course, 
equally  important  in  its  application  to  the  other  aspects  of  ouilding  maintenance. 
A  recent  state  government  survey  points  out  that  pneumatic  and  electrical 
controls  in  state  office  buildings  serve  less  than  40  per  cent  of  their  normal 
life  without  a  maintenance  progranti.     Control  system  failures  obviously 
endanger  property*  personnel  and  equipment. 

Considering  automatic  controls  only,   a  sound  maintenance  program 
should: 

1.  Result  in  a  more  effective  operation  that  will  permit  the  equipment 
they  regulate  to  perform  with  peak  efficiency. 

2.  Reduce  the  number  of  breakdowns  and  consequently  repair  costs,   as 
there  would  be  less  need  for  emergency  service  and  early  part 
replacements. 

3.  Permit  more  accurate  budgeting  of  maintenance  costs. 

4.  Extend  the  life  of  the  control  elements. 

5.  Permit  determination  as  to  the  causes  of  breakdowns  and  pin- 
pointing of  weak  spots. 

6.  Permit  more  realistic  scheduling  of  equipment  replacements. 
Trained  supervision  of  the  routine  maintenance  stciff  which  would 

handle  jobs  involving  operation  of  the  automatic  control  systems  in  the  new 

City  Hall  and  the  Auditorium  will  obviously  be  necessary.     Specifications  for 

the  installation  of  controls  usually  call  for  a  training  program  to  be  provided 
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In  addition,   it  would  appear  advisable  for  the  City  to  contract  for 
preventive  maintenance  of  this  type  of  equipment.     Preventive  maintenance 
services  obviously  demand  a  thorough  understanding  of  such  controls  and  the 
equipment  which  they  regulate.     Tenaperature  controls,    for  example,    are 
highly  sensitive  instruments.     Only  a  man  with  specialized  training  and 
experience  can  be  expected  to  know  when  these  controls  are  operating  at  peak 
efficiency  and  what  corrective  action  to  take  if  they  are  not. 

Reconnmendations:     The  quality  of  supervision  of  cleaning  personnel  must 
be  improved  if  the  standards  of  plant  sanitation  of  Boston's  public  buildings 
operated  by  the  City  and  County  are  to  be  raised.     The  attitude  of  supervisors 
must  be  changed  with  respect  to  nnanagement  and  greater  recognition  of  proper 
plant  sanitation  is  needed  on  the  part  of  management.     V/hen  nnanagement' s 
concern  becomes  evident  to  supervision,   the  importance  of  the  cleaning  function 
should  become  elevated  in  the  thinking  of  supervisory  personnel,    resulting  in  a 
greater  degree  and  quality  of  effort  being  expended. 

The  quantity  of  supervision  must  be  increased  so  that  adequate  super- 
visory personnel  will  be  available  to: 

1.  Provide  coverage  for  all  working  hours  of  cleaning  personnel. 

2.  Provide  necessary  replacements  during  vacations  and  other 
absences. 

It  is  recommended  that  a  professional  educator  be  retained  by  the 

Administrative  Services  Department  to  prepare  a  formal  course  of  instruction 

for  supervisory  personnel.     The  training  of  supervisors  is  of  even  greater 

importance  than  the  training  of  rank  and  file  custodial  workers.     Obviously,   the 

effectiveness  of  the  on-the-job  training  of  the  rank  and  file  worker  depends  to  a 

substantial  degree  on  the  knowledge  of  the  supervisor  and  his  ability  to 
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transmit  this  knowledge  to  his  subordinates.     The  information  which  is  pre- 
sentedvat'  supervisory  classes  or  seminars  should  be  in  effective  teaching  form. 
Inspection 

Applicable  to  Cleaning  Activity:  Inspection  with  corrective  action  is 
characteristic  of  a  well-run  sanitation  program.     It  is  follow-up  at  the  operating 
level.     Follow-up,   however,    should  also  be  conducted  at  the  supervisory  level. 
Inspection  of  cleaning  as  a  matter  of  supervisory  "follow-up"  should  note 
omissions  and  sub-standard  work.     Such  corrective  action  to  be  taken  is 
achieved  only  by  direct  contact  with  the  offending  employee.     If  carelessness 
is  involved,    some  form  of  discipline  is  indicated.     Should  ignorance  be  the 
cause,   naore  on-the-job  instruction  is  called  for.     A  sanitation  rating  system 
should  be  followed  by  management  in  making  inspections  and  reporting  results 
to  supervisory  personnel  for  corrective  action.     The  rating  system  adopted 
should  be  characterized  by  a  maximuna  approach  toward  objectivity.     In  some 
formal  reports,   over-all  area  and  equipment  cleanliness  is  rated  "Excellent,   ' 
"Good,  "  "Fair",   and  "Poor.  '    In  others,   numerical  standards  expressed  in 
per  cent  of  absolute  cleanliness  are  employed.     Still  others  employ  one  of  the 
above  systems,   but  apply  it  to  each  element  that  goes  to  make  up  the  experience 
of  an  area  --  floors,    equipment,   walls,   windows  and  light  fixtures. 

Applicable  to  Other  Maintenance  Activities:    Inspection  of  mechanical 
and  electrical  equipment  should  be  part  of  both  the  operating  and  preventive 
maintenance  programs.     In  general,    schedules  recommended  in  manufacturers' 
maintenance  manuals  should  be  followed.     However,    several  factors  may 
necessitate  adjusting  the  normal  recommended  schedule.     Among  these  are 

the  following: 

1.  Age  and  condition  of  equipment 

2.  Severity  of  service 

3.  Reliability  of  equipment  based  on  operating  experience 

4.  Exposure  to  dirt  or  corrosion,  -  5Q  - 


Inspection  should  review  the  type  of  service  required  and  the  number  of  man- 
hours  needed  to  perform  it.     The  inspection  of  the  maintenance  of  mechanical 
and  electrical  equipment  should  also  include  review  of  necessary  record 
keeping. 

Recommendations :    A  rating  form  should  be  adopted  which  will  serve  as 
a  management  tool  to  measure  the  level  of  sanitation  in  any  area  of  a  building. 
The  area  should  be  broken  down  into  its  elements;  i.   e. ,   floors,   equipment, 
walls,   ceilings,   windows  and  lighting  fixtures.     Each  of  these  elements  should 
be  considered  from  these  different  viewpoints:    cleanliness,   order  and  repair, 
and  finish.     Numerical  weights  should  be  based  primarily  on  two  factors:    first, 
the  average  amount  of  time  ordinarily  spent  for  the  cleaning  of  the  various 
elements  enumerated  above;  and,    second,  the  importance  of  the  element  to  the 
sanitation  program  as  far  as  operations,    safety,   health  and  aesthetics  are 
concerned. 

Rating  forms  have  been  designed  by  other  agencies  which  with  minor 
adaptations  would  lend  themselves  readily  to  supervisory  use  in  the  inspection 
of  cleanliness  in  City  and  County  buildings.     Inspection  of  maintenance  of 
electrical  and  mechanical  equipment  should  follow  manufacturers'  recommenda- 
tions and  should  tie  into  operating  and  preventive  maintenance  programs. 
Contractual  Services 

Contracts  for  Labor  and  Materials:     Most  major  maintenance  projects 

relating  to  City  or  County  buildings  are  currently  performed  by  contract, awarded 

sifter  competitive  bidding  under  provisions  of  the  General  Laws  and  the  City 

Charter.     An  element  which  needs  strengthening  in  connection  with  contracts 

for  major  maintenance  projects  is  essentially  in  connection  with  management 

as  set  forth  in  the  communication  to  Mayor  Collins  prepared  by  the   Finance 

Commission  on  November  15,   1963,     This  communication  pointed  out  the  need 
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for  training  programs  which  would  enhance  the  technical  skills  of  City  employeee 
in  programming,    budgeting,    and  control  of  contract  work. 

Service  Orders:     Service  orders  which  are  issued  by  various  department; 
and  agencies  for  building  maintenance  generally  represent  labor  for  minor 
repairs  which  are  considered  to  be  of  an  emergency  nature  which  cannot  be 
delayed.     In  some  instances  the  repair  jobs  are  such  that  to  wait  for  an 
accumulation  of  work  for  the  purpose  of  setting  up  a  competitive  bid  contract 
is  not  feasible.     The  large  number  of  departments  and  agencies  authorizing 
service  orders  also  works  against  such  accumulation  for  competition.     A 
central  organization  responsible  for  the  greater  part  of  City  and  County  building 
maintenance  would,   of  course,   be  in  a  position  to  consolidate  repair  projects, 
prepare  specifications,    secure  bids  and  prices,    and  plan  the  work  on  an  area 
basis. 

For  many  repair  projects,   it  is  proposed  that  a  staff  of  building 
mechanics  be  established  to  function  in  the  same  manner  as  that  proposed  for 
the  SchoolBuildihgs  Department  in  the  repair  and  refinishing  of  furniture.     This 
proposal  was  made  by  the   Finance  Comnnission  in  a  conrimunication  to  the  Mayor 
and  the  School  Committee  dated  December,   1963. 

Less  Than  Two  Thousand  Dollars:    A  fairly  consistent  procedure  among 
the  various  City  and  County  departments  and  agencies  responsible  for  building 
maintenance  is  to  issue  service  orders  against  invited  bids  for  work  costing 
more  than  $500,  but  less  than  $2000.     The  procedure  is  to  obtain  quotations 
from  at  least  three  vendors  --  customarily  those  invited  to  "bid"  are  those 
with  which  the  awarding  department  or  agency  has  had  favorable  past  experience 
It  is  apparently  not  unusual  for  the  successful  recipient  of  the  service  order 
for  the  invited  bid  contract  to  draw  up  the  specifications  for  the  work  which  is 

-  52  - 


to  be  done.     Nor  is  it  unusual  for  non-bid  service  orders  to  be  issued  to  the 
unsuccessful  vendors  invited  to  bid  for  work  which  is  less  than  $500.     Perhaps 
the  combined  work  could  have  been  consolidated  and  awarded  by  contract  after 
competitive  bidding  if  the  issuing  agency  had  the  technical  staff  to  draw  up  the 
necessary  specifications. 

Less  than  Five  Hundred  Dollars:     For  work  estim.ated  to  cost  less  than 
$500,   a  City  department  or  agency  may  negotiate  a  service  order  contract  to  a 
vendor  without  obtaining  quotations  fronn  any  other  source.     Customarily,    such 
service  orders  are  awarded  to  firms  whose  dealings  with  the  issuing  departmen. 
and  whose  work  performance  has  in  the  past  been  satisfactory.     A  review  of 
the  awards  indicates  that  several  firms  are  recipients  of  service  orders  from 
several  departments  and  agencies. 

Some  agencies  have  established  unit  prices  for  certain  repetitive  repair 
tasks  such  as  setting  window  glass  --  the  unit  price  depending  upon  the  size  of 
the  pane  of  glass  to  be  replaced.     The  multiplicity  of  awarding  agencies  has 
prevented  the  application  of  comparable  schedules  to  all  work  of  this  nature 
in  all  City  and  County  buildings. 

The  availability  of  contractors  to  perform  necessary  work  without  delay 
is,   of  course,   essential  so  long  as  the  City  does  not  have  even  a  skeleton  force 
of  maintenance  personnel.     The  present  system,   however,   is  obviously  open  to 
abuse.     In  many  instances,   it  is  apparent  that  the  service  order  has  been 
written  after  the  fact  of  performance  to  describe  the  work  which  has  been  done. 

There  is  some  evidence,   however,   that  as  a  result  of  the  limitation  on 
the  amount  of  nnoney  which  can  be  authorized  by  this  type  of  service  order,   the 
City  gets  more  value  for  the  expenditure  on  many  occasions  than  would  have 
resulted  from  competitive  bidding.     On  the  other  hand,   the  vendor  who  performs 
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very  much  work  for  the  City  under  this  system  probably  fares  better  on  any 
sizable  volume  of  the  work  than  would  have  been  the  case  if  he  were  bidding 
for  the  same  volume  against  active  competition. 

Recommendations:     The  administration  of  contract  awards  and  the 
issuance  of  service  orders  can  be  more  effectively  performed  by  a  central 
agency  than  by  several  operating  departments.     A  qualified  technical  staff  would 
be  expected,   when  force  account  employees  were  incapable  or  unavailable,   to 
prepare  specifications  for  contract  work  and  to  inspect  the  work  for  conformity 
with  these  specifications.     It  is  to  be  expected  that  this  would  reduce  the  number 
of  service  orders  that  would  be  necessary.     It  is  also  likely  that  because  of  a 
planned  maintenance  program,   less  work  of  an  emergency  nature  would  be 
necessary. 

A  review  of  service  orders,   based  on  records  in  the  office  of  the  City 
Auditor  and  in  the  Buildings  Division  for  the  first  four  months  of  1964,   indicates 
a  frequency  of  work  itenns  which  by  central  scheduling  could  have  been  conso- 
lidated in  many  instances  into  contracts  without  interference  with  the  operation 
of  the  buildings  in  which  the  work  was  performed.     That  much  of  the  work  could 
have  been  done  by  force  account  mechanics,   if  available,   was  also  indicated. 
It  is  not  likely,   however,   that  all  work  currently  performed  under  service 
orders  can  be  incorporated  into  contracts  which  are  awarded  by  competitive 
bidding.     Neither  is  it  reasonable  to  expect  that  all  jobs  of  an  emergency  nature 
can  be  performed  by  building  mechanics,   particularly  at  times  of  peak  work 
loads,   assigned  to  the  central  agency  responsible  for  building  nnaintenance, 
(The  Office  of  General  Services  of  the  State  of  New  York,   as  an  alternative  to 
emergency  contracts,    supplements  its  force  account  staff  with  per  diem 

employees  from  the  local  union  halls.  )     Procedures  should  be  developed  so 
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that  the  preparation  of  service  orders,   if  used  for  building  maintenance,   will 

become  standardized. 

The  Need  and  Value  of  Innproved  Cost  Data  for  Maintenance  and  Operation  of 
Boston's  Public  Buildings 

Office  Building  Experience  Exchange  Report:     The  National  Association 
of  Building  Owners  and  Managers  prepares  annually  a  statistical  report  which 
presents  figures  covering  cost  of  maintenance  and  operation  of  office  buildings 
throughout  the  country  based  on  two  significant  standards  established  by  the 
Association  --a  standard  accounting  system  and  a  standard  method  of  floor 
measurement.     The  use  of  these  two  standards  permits  maximum  conapar ability 
with  average  figures  for  cleaning,   heating,   air  conditioning,   elevator  operation, 
etc.     Averages,   moreover,   have  been  computed  by  region,   by  city,   by  building 
age,   by  building  height,   by  building  size  and  by  community  population  brackets. 
Significant  ratios  are  connpiled  which  together  with  other  significant  statistical 
data  are  available  for  each  of  the  past  forty-three  years. 

Cost  Records  for  Centralized  Building  Maintenance:    Boston  should 

develop  cost  figures  which  will  permit  a  comparison  of  significant  maintenance 

and  operation  items  against  the  wealth  of  information  that  is  available  annually 

in  the  Office  Building  Experience  Exchange  Report.     As  stated  previously,   the 

Buildings  and  Grounds  Committee  of  the  American  Public  V/prks  Association 

proposes  to  develop  a  manual  on  standard  cost  accounts  for  public  building 

maintenance.     This  manual  might  well  provide  the  basis  for  a  system  which  will 

direct  the  accumulation  of  costs  in  sufficient  detail  to  permit  comparison  with 

country-wide  significant  averages.     This  could  be  done  either  directly  or  by  the 

sum  of  several  sub-accounts  for  the  broad  categories  used  in  the  national 

report. 
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Obviously,   one  accounting  system  applicable  to  all  City  and  County 
buildings  is  basic  to  the  successful  development  of  cost  data  as  a  management 
tool.     The  more  centralized  the  maintenance  activities  relating  to  these 
buildings,  the  more  likely  that  reported  costs  will  be  uniform. 
Staff  Requirements 

General:    To  determine  the  number  of  positions  by  classification  that 
will  be  needed  to  perforin  force  account  maintenance  including  plant  sanitation 
will  require  detailed  study-    As  the  construction  of  the  Auditorium  and  of  the 
new  City  Hall  proceeds  toward  completion,   and  as  plans  are  finalized  for  use  of 
the  present  City  Hall  and  Annex,    staff  requirements  will  change  considerably 
as  to  numbers  of  people  and  skills.     In  addition,   it  will  be  necessary  to  know 
the  standards  of  maintenance  --  particularly  cleaning  --to  be  applied  to  the 
various  buildings  which  would  be  placed  under  the  jurisdiction  of  the  central 
maintenance  agency  in  order  to  know  personnel  needs. 

For  exanaple,    standards  developed  by  the  National  Association  of 

Building  Owners  and  Managers  establish  3000  to  4000  square  feet  per  hour  as 

the  area  that  can  be  covered  by  a  two -man  team  of  moppers.     This  standard, 

however,   contemplates  only   'light  '  or     rinse"  mopping.     Some  buildings  follow 

machine  scrubbing  with  this  type  of  mopping.     In  other  buildings,   machine 

scrubbing  is  the  final  process.     In  these  buildings,   however,   a  two-nian  crew 

is  customarily  assigned  to  the  scrubbing  machine,      v'/hile  one  man  operates  the 

machine,  the  second  man  mops  floor  edges  that  cannot  be  reached  by  the 

machine.     Experience  in  many  buildings,   however,   indicates  that  a  "follow-up" 

mopping  crew  can  increase  scrubbing  machine  coverage  from  approximately 

3000  to  4000  -sqaare  feet  per  hour. 
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At  the  present  stage  of  construction  of  the  new  City  Hall,   insufficient 
information  is  available  to  enable  the  consultants  to  adapt  recognized  standards 
to  lobbies  and  corridors  or  to  public  space  in  what,   for  a  commercial 
building,   would  be  designated  as     tenant  areas.  '    Further  information  will  be 
necessary  as  to  traffic  expected.     A  decision  will  be  necessary  as  to  the 
partial  use  of  the  old  subway  tunnel  as  an  underground  pedestrian  access  to  the 
new  building  from  the  Government  Center  MTA  station. 

V/indow  cleaning  procedures  have  as  yet  not  been  finalized  for  this  new 
building.     The  windows  on  most  of  the  upper  floors  turn  in  so  that  they  may  be 
washed  from  inside  the  building.     Those  on  the  first  floor,   although  constituting 
large  expanses  of  glass  with  considerable  height,   may  be  cleaned  fromi  outside 
the  building  by  elongated  brushes  and  nozzles  operated  fromi  the  ground  level. 
Those  on  the  fifth  floor,   however,   will  require  some  special  means  of  access 
from  outside  the  building,   for  which  some  consideration  is  being  given  to  the 
use  of  an  obsolete  Fire  Department  ladder  truck  for  this  purpose,   although 
mechanical  scaffolding  incorporated  into  the  structure  would  perhaps  be  more 
convenient. 

Certain  areas  below  the  plaza  of  the  Government  Center  will  be  subject 
to  exhaust  air  of  the  building.     This  may  be  adequate  to  keep  these  areas  free 
of  snow  and  ice,   although  at  the  present  time  it  is  not  known  whether  this  pro- 
cedure will  eliminate  manual  or  mechanical  snow  removal,  a  maintenance  task 
that  must  be  anticipated. 

Many  of  the  work  standards  which  have  been  developed  by  the  General 
Services  Administration  which  will  have  jurisdiction  of  the  new  Federal 
Building  in  the  Government  Center  should  be  applicable  to  the  new  City  Hall. 
It  would  appear  reasonable  that  approximately  the  same  maintenance  and 
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custodial  standards  would  apply  to  these  two  new  buildings,   the  new  State 
Office  Building  --  also  under  construction  --  and  to  any  other  public  buildings 
making  up  the  Center.     Serious  consideration  should  be  given  by  all  of  the 
governments  involved  to  joint  provision  of  some  of  the  services  required,   and 
most  certainly  to  close  coordination  among  the  several  staffs  in  the  performance 
of  comparable  work. 

Nunnber  of  Present  Authorized  Positions:    The  number  of  positions  by 
classification  which  are  authorized  in  the  1964  City-County  budget  in  those 
agencies  currently  operating  and  maintaining  buildings  which  would  become  the 
responsibility  of  the  proposed  centralized  agency  are  as  follows: 

Real  Property  Department,   Buildings  Division:    The  following  positions 
have  been  authorized  for  the  care,   operation  and  nnaintenance  of  City  Hall  and 
Annex,   for  the  care,   operation  and  maintenance  of  other  City-owned  buildings 
under  the  jurisdiction  of  the  Division  and  for  the  general  supervision  and 

direction  of  division  activities: 

NUMBER  OF 
CLASSIFICATION  POSITIONS 


Asst.   Commissioner  1 

Administrative  Assistant  1 

Chief  Inspector,   Electrical  1 

Head  Administrative  Clerk  1 

Plant  Superintendent  1 

Supt.   of  Custodians  1 

Bldg,   Constr.    &  Repair  Insp.  2 

Bldg.   Maint.   Supervisor  3 

Head  Clerk  1 

Supt.  of  Faneuil  Hall  1 

Chief  Power  Plant  Engineer  1 

Supv'r  of  Bldg.   Custodians  1 

3rd  Class  Sta.  Engineer  5 

Chief  Telephone  Operator  1 

Principal  Custodial  V/orker  1 

3r.  Building  Custodian  16 

Steam  Fireman  19 

Prin.  Elevator  Operator  1 

Jr.  Bldg.   Custodian  36 
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NUMBER  OF 
CLASSIFICATION  POSITIONS 

3r.  Clerk  and  Typist  1 

Sr.   Custodial  v7orker  2 

Telephone  Operator  6 

Watchman  3 

Matron  (Buildings)  1 

Custodial  V/orker  53 

Elevator  Operator  4 

Clerk  and  Typist  1_ 

Total        165 

The  following  positions  have  been  authorized  in  the  Division  for  the  care, 

operation  and  maintenance  of  certain  buildings  housing  County  activities: 

CLASSIFICATION  NUMBER  OF 

POSITIONS 


Dopt.   Supt.  of  Pub.   Bldgs.  1 

Sr.  Bldg.  Custodian  6 

Steam  Fireman  2 

Jr.  Building  Custodian  15 

Custodial  V/orker  14 

Total  33 

Courthouse:  The  budget  account  labelled  Courthouse  (Custodian) 

includes  the  following  authorized  positions,   the  incumbents  of  which  are 

assigned  to  operation,    repair  and  maintenance  of  Suffolk  County  Courthouse: 


CLASSIFICATION 

NUMBER  OF 

POSITIONS 

Superintendent 

1 

Assistant  Superintendent 

1 

Supervisor  of  Custodial  Workers 

1 

Switchboard  Operator 

3 

Senior  Watchman 

1 

Watchman 

7 

Gateman 

2 

Matron 

2 

Storekeeper 

1 

Clerical 

1 

Chief  Power  Plant  Engineer 

1 

Engineer 

5 

Steam  Fireman 

8 

Building  Mechanics 

22 

(including  Plumbers,   Electricians, 

Carpenters  and  Painters) 

Principal  Custodial    Worker 

1 

Senior  Custodial  V/orker 

2 

Junior  Custodial   /Vorker 

2 

Custodial  Worker 

57 

Chief  Elevator  Operator 

2 

Elevator  Operator 

17 

Janitor                                           -  59  - 

6    Total  143 

Police  Department:     The  following  positions  are  authorized  in  the  Police 

Department's  Bureau  of  General  Services,    Central  Services  Division,   the 

incumbents  of  which  are  assigned  to  the  maintenance  and  repair  and  to  certain 

operating  aspects  of  police  buildings: 

NUMBER  OF 
CLASSIFICATION  POSITIONS 


Superintendent  of  Police  Buildings  1 

As  St.   Supt.  of  Police  Buildings  1 

Steam  Fireman  1 

Senior  Police  Building  Custodian  1 

Junior  Building  Custodian  49 

Janitor  6 

Elevator  Operator  8 

Clerical  3_ 

Total  70 

Welfare  Department:     The  Maintenance  and  Custodial    Section  of  the 

Welfare  Department  includes  the  following  authorized  positions: 

NUMBER  OF 
CLASSIFICATION  POSITIONS 


Plant  Superintendent  1 

Engineer  l 

Senior  Building  Custodian  8 

Junior  Building  Custodian  1 

Head  Cleaner  2 

Cleaner  7 

Matron  1 

Painter  2 

Clerical  1 

Total  24 

In  addition,   there  are  seven  positions  authorized  in  the  budget  of  the 

Temporary  Home  for  Women  and  Children,   the  incumbents  of  which  devote  part 

of  the  time  to  general  housekeeping.     Use  of  this  building  as  a  training  center 

as  discussed  earlier  in  this  report  would  require  provision  for  additional 

custodial  services. 
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Health  Department:     The  Department's  Section  of  Local  Health  Services 

includes  the  following  authorized  positions  concerned  with  the  maintenance  of 

Health  Units: 

NUMBER  OF 


CLASSIFICATION  POSITIONS 


Building  Maintenance  Supervisor  1 

Building  Maintenance  Foreman  1 

Junior  Building  Custodian  21 

Clerical  (estimated)  1 

Total  24 

Traffic  and  Parking  Department:     The  Building  Maintenance  Section  of 

this  department  includes  the  following  authorized  positions: 

NUMBER  OF 


CLASSIFICATION 


POSITIONS 


Senior  Building  Maintenance  Mechanic  1 

Traffic  Sign  Maintenance  Man  1 

Custodial  Worker  1_^ 

Total      3 

Printing  Plant:     The  Building  Maintenance  Unit  of  the  Printing  Section, 

a  unit  in  the  Purchasing  Division  of  the  Administrative  Services  Department, 

includes  the  following  authorized  positions: 

NUMBER  OF 
CLASSIFICATION  POSITIONS 


Senior  Building  Custodian  1 

Laborer  _2_ 

Total      3 

Public  Works  Department:    The  budget  of  the  Public  Works  Department 

includes  a  program  designated  Plant  and  Equipment  Maintenance.     Under  this 

program  is  the  responsibility  for  the  care,   control  and  maintenance  of  all 

departmental  real  estate  and  related  facilities  and  the  maintenance  of  all 

department -owned  motor  vehicles.     Ninety-two  positions  are  authorized  in  this 

program.     It  is  estimated  that  the  equivalent  of  approximately  twelve  positions 

are  required  for  the  maintenance  of  departmental  shops  and  related  structures. 
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Total:     There  are  currently  approximately  four  hundred  and  eighty  (480) 
authorized  positions,    the  incumbents  of  which  perform  duties  relating  to  the 
operation  and  maintenance  of  City  and  County  buildings  which  would  be  placed 
under  the  jurisdiction  of  the  proposed  office  of  city  architect  in  the  Admini- 
strative Services  Department. 

The  1963  report  of  the  Boston  Redevelopment  Authority,   in  which  the 
authorization  of  the  position  of  city  architect  is  recommended,   does  not  specify 
the  size  of  the  staff  that  would  be  required  for  the  central  agency  which  would 
be  under  the  supervision  of  the  incumbent  of  this  office. 

It  is  recognized  that  no  more  than  a  small  staff  would  be  required  -- 
consisting  principally  of  technically  trained  personnel  --  for  the  supervision  of 
design  and  construction  of  all  City  buildings  except  schools.     The  responsibility 
for  executing  the  City's  capital  improvement  program,   once  it  has  been 
approved,   is  the  function  of  this  proposed  agency  as  contemplated  in  the 
aforementioned  Redevelopment  Authority  report.     The  consultants  propose  that 
responsibility  for  the  maintenance  and  operation  of  certain  public  buildings  also 
be  assigned  to  the  recommended  new  agency. 

Number  of  Estimated  Positions  Required:    It  would  appear  that  a  total 
staff  of  not  over  five  hundred  (500)  employees  should  be  adequate  to  carry  out 
the  contemplated  functions  of  the  proposed  central  agency.     Total  workload  for 
operation  and  maintenance  will  increase  over  the  present  level  by  the  addition 
of  the  new  City  Hall  and  the  Auditorium  to  the  present  number  of  City  and 
County  buildings  to  which  are  currently  assigned  the  480  employees  listed  in 
preceding  report  sub-sections. 

The  City  of  New  York,   by  charter  revision  in  1938,   transferred  the 

miaintenance  and  operation  of  public  office  buildings  and  all  city  and  state  court 
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buildings  from  the  five  Borough  presidents  to  a  centralized  Department  of 
Public    vVorks.     This  operation  currently  includes  60  public  buildings  with  a 
total  floor  area  of  8,  500,  000  square  feet.     Not  included  in  the  responsibility  of 
the  Department  of  Public  Works  are  Fire,   Police,    Education,    Health,   and 
Hospital  buildings.     The  Bureau  of  Operating  Services  of  the  Department  of 
Public  Works,   which  is  responsible  for  the  maintenance  and  operation  of  the 
public  buildings  under  the  jurisdiction  of  the  central  agency,   has  some  3000 
employees. 

The  Buildings  Division  of  the  Boston  Real  Property  Department  currently 
has  the  responsibility  for  maintaining  twenty-eight  City  buildings  with  a  floor 
area  of  714,  905  square  feet.     The  -Courthouse  (new  and  old  buildings)  contains 
708,  000  square  feet  of  floor  space.     Completion  of  the  new  City  Hall  and  the 
Auditorium  will  add  roughly  an  additional  500,  000  square  feet  of  floor  space. 
Giving  consideration  to  the  buildings  which  it  is  proposed  be  transferred  to  the 
office  of  the  city  architect  and  to  the  replacement  of  several  of  them  with  new 
and  modern  structures,   it  is  estinnated  that  the  new  agency  would  be  responsible 
for  the  maintenance  of  approximately  two  and  one -half  million  square  feet  of 
floor  space.     This  estimate,   however,   does  not  include  the  contemplated  new 
Public    Works  Department  headquarters  building  for  which  preliminary  plans 
have  not  as  yet  been  prepared,   nor  of  any  of  the  other  buildings  in  the  capital 
outlay  program. 

It  is  not  contemplated  that  the  proposed  new  agency  take  over  complete 

operation  of  all  public  buildings  for  which  it  would  be  assigned  maintenance 

responsibilities.     For  example,   the  Police  Department,    Public  Welfare-  and  ■  '- 

Health  Depts.,  and  Traffic >and"Parking  Dept^^ivould^contlnuetof  staff- their  own 
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telephone  switchboards.     Cleaning  of  their  buildings  would  remain  the 
responsibility  of  the  Printing  Section  of  the  Purchasing  Division  and  of  the 
Traffic  and  Parking  Department. 

Boston  would  not  conduct  as  extensive  a  force  account  maintenance 
program  as  that  applied  to  New  York  public  buildings  under  the  Public  Works 
Department  of  that  City.     The  differences  are  cited  in  support  of  the  suggested 
smaller  number  of  employees  to  staff  the  proposed  central  maintenance  unit  in 
relation  to  floor  area  to  be  maintained  as  compared  with  the  staffing  complement 
cited  above  for  the  Bureau  of  Operating  Services  of  New  York's  Department  of 
Public  y/orks. 

It  would  appear  that  between  250  and  275  positions  would  be  required  for 
custodial  and  plant  sanitation  activities.     There  are  currently  over  three 
hundred  (300)  positions  in  the  classifications  relating  to  building  cleaning 
authorized  in  the  budgets  of  the  organization  units  that  are  maintaining 
buildings  that  would  be  placed  under  the  jurisdiction  of  the  new  central  agency. 

As  vacancies  occur  in  the  authorized  positions  in  the  custodial    occupa- 
tion groups,   it  is  reconnmended  that  they  remain  unfilled  until  the  staffing  needs 
can  be  determined  more  exactly,   depending  largely  upon  construction  progress 
in  the  new  City  Hall  and  the  Auditorium.     It  is  likely  that  these  positions  should 
be  reclassified  so  as  to  increase  the  ratio  of  supervisors  to  workers. 

For  a  variety  of  reasons  including  the  location  of  work  areas,   the  nature 

of  operations  carried  on  within  these  areas,    etc. ,   it  is  not  possible  at  this  time 

to  establish  a  hard  and  fast  ratio.     Probably  the  ratio  of  supervisors  to  workers 

should  average  about  one  to  ten,   but  there  would  probably  be  many  wide 

deviations  from  this  average. 
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Organization  of  Proposed  Division  of  Building  Construction  and  Management 
City  Architect:     The  office  of  the  city  architect  would  be  a  division  in 
the  Administrative  Services  Division.     (It  might,   for  example,   be  designated  as 
the  Division  of  Building  Construction  and  Management  although  it  has  been 
designated  as  the  office  of  city  architect  in  the  report  text  for  consistency  with 
the  designation  appearing  in  the  1963  capital  budget  report  prepared  by  the 
Boston  Redevelopment  Authority.  ) 

The  division  should  include  six  sections  to  which  should  be  assigned 
responsibilities  for: 

1.  Administration 

2.  Building  Design 

3.  Building  Construction  and  Maintenance 

4.  Mechanical  Maintenance  and  Operation 

5.  Building  Repairs 

6.  Custodial  Services 

The  Adnninistration  Section  would  provide  telephone  services  in  City 
Hall,   the  Courthouse,   and  the  Auditorium;  furnish  clerical  services,   maintain 
personnel  records  and  files  for  the  other  divisions.     The  division  should  be 
headed  by  a  qualified  business  manager  with  considerable  accounting  back- 
ground.    The  position  comtemplated  would  carry  more  than  clerical  respon- 
sibility. 

The  Building  Design  Section  would  perform  essentially  the  functions 
proposed  by  the  Redevelopment  Authority.     It  should  be  headed  by  an  architect 
who  probably  should  also  serve  as  the  deputy  division  head.     This  unit  would  be 
assigned  the  responsibility  of  assuring  creative  design  in  future  municipal 
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buildings  or  in  connection  with  extensive  remodeling.     The  staff  of  the  section 
would  consist  of  technicians  who  would  work  with  the  proposed  Architectural 
Board  and  the  City  Art  Commission  as  proposed  in  the  capital  budget  report. 

The  Building  Construction  and  Maintenance  Section  would  be  closely 
allied  with  the  organization  unit  responsible  for  building  design.     It  would 
include  a  small  engineering  staff.     Its  principal  functions  would  be  to  approve 
engineering  specifications  for  construction  projects,   to  prepare  specifications 
for  maintenance  work  whether  performed  under  contract  or  by  force  account, 
and  to  perfornn  industrial  engineering  to  determine  most  effective  work  methods 
applicable  to  all  phases  of  building  maintenance.     This  section  should  be  headed 
by  a  structural  engineer. 

The  Mechanical  Maintenance  and  Operation  Section  would  be  staffed  by 
employees  assigned  to  the  heating  and  ventilating  systems  in  the  buildings  under 
the  jurisdiction  of  the  proposed  division  together  with  a  small  nucleus  of 
journeymen  plumbers,    steam  fitters,   electricians,   elevator  mechanics,   etc. 
The  section  should  be  headed  by  a  mechanical  engineer.     This  division  would  be 
responsible  for  the  maintenance  and  operation  of  all  electrical  and  mechanical 
equipment  installed  in  the  buildings  assigned  to  the  proposed  central  agency. 

The  Building  Repairs  Section  would  perform  structural  repairs  not 
handled  by  contract  --  interiors,   carpentry  work,   installation  or  removal  of 
partitioning,   painting  and  operation  of  necessary  shop  facilities  for  machining, 
blacksmithing,   and  sheet  metal  work.     This  section  should  be  headed  by  a 
maintenance  or  plant  engineer. 

The  Custodial  Services  Section  would  be  the  largest  organization  unit  in 
the  proposed  division.     Its  staff  would  be  responsible  for  all  plant  sanitation, 
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operation  of  elevators  which  require  operators,   elevator  starter  assignments, 
window  washing,   security  services  and  grounds  nnaintenance.     The  section 
should  be  headed  by  a  sanitation  engineer. 

As  set  fofth  in  the  following  schedule,   the  office  of  the  city  architect 
would  be  responsible  for  approximately  the  same  number  of  buildings  as  that 
under  the  jurisdiction  of  the  New  York  City  Department  of  Public   ^y^/orks: 


( 

Central 

Departmental 

Building  Identification             Maintenance 

Maintenance 

New  City  Hall 

1 

New  Auditorium 

1 

Courthouse 

2 

Real  Property  Dept. 

28 

Police  Department 

17 

Health  Department 

9 

Welfare  Department 

4 

Traffic  &  Parking  Dept. 

1 

Printing  Plant 

1 

Fire  Department 

45 

City  Hospital 

37 

Long  Island  Hospital 

26 

Sanitorium 

19 

Park  &  Recreation  Division 

I 

110 

Public  Works  Department 

35 

Library  Department 

27 

House  of  Correction 

23 

Suffolk  County  Jail 

5 

Total        3  27 
The    geogriipfeicaliate?i'  represented,   however,   presents  problems  of  super- 
vision in  New  York  which  fortunately  are  less  complex  in  Boston.     It  is  not 
contemplated  that  more  than  one  location  will  be  necessary  for  shop  facilities 
which  would  be  maintained  by  the  proposed  division.     It  is  possible  that  these 
facilities  could  be  incorporated  in  the  contemplated  new  Public  Works 
Departnnent  headquarters  building. 

The  proposed  central  building  maintenance  agency  would,   in  other  words, 
be  responsible  for  some  15  percent  of  the  number  of  City  and  County  buildings 
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excluding  school  buildings.     The  relative  floor  area  of  structures  containing 
office  space  which  would  be  under  the  proposed  agency  would  be  substantially 
greater. 
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EXHIBIT    B 

(1) 

CITY    ARCHITECT 
(Division  of  Building  Construction  and  Management) 

General  Statement  of  Duties:    Supervises  and  participates  in  the  over-all 

planning  and  execution  of  the  City's  building 
program,   in  the  examining  and  approval  of  plans  and  specifications  of 
authorized  projects,   in  the  over -all  planning  and  execution  of  maintenance  and 
repair  and,   to  varying  degrees,   in  the  operation  of  designated  City  and  County 
buildings;  responsible  for  over-all  supervision  of  the  Division  which  is  part  of 
the  Department  of  Administrative  Services;  performs  related  work  as  required. 

Supervision  Received:     Works  under  the  general  direction  of  the  Director  of 

Administrative  Services  and  the  general  supervision  of 
the  Administrative  Services  Board.     May  receive  technical  assistance  from  a 
board  of  consulting  architects  appointed  by  the  Mayor  and  suggestions  from  the 
City  Art  Commission. 

Supervision  Exercised:    Exercises  full  supervision  over  a  small  staff  of 

architects  and  engineers  and  working  supervision  over 
a  large  staiff  of  clerical,   custodial,   maintenance  and  other  employees. 

Examples  of  Duties:    Participates  in  the  planning  of  the  long-range 

construction  program  for  City  and  County  buildings  and 
reviews  plans  and  specifications  of  approved  projects  for  conformance  to 
predetermined  standards  and  operating  requirements;  supervises  and 
participates  in  the  preparation  of  building  maintenance  plans. 

Supervises  the  inspection  of  construction  work  for  conformance  to  plans  and 
specifications;  supervises  the  inspection  of  maintenance  programs  and  projects 
for  conformance  to  established  standards. 

Confers  with  consultants,   outlining  the  scope  of  projects,   applicable  City 
standards,   and  operating  requirements. 

Supervises  and  participates  in  the  review  of  plans,    specifications  and  estimates 
of  projects  and  recommends  changes;  prepares  correspondence  and  reports 
relating  thereto. 

Approves  change  orders;  reviews  and  approves  initially  completed  work 
estimates  for  interim  and  final  payments. 


EXHIBIT    B 
(2) 

HEAD,    ADMINISTRATION  SECTION 
(Division  of  Building  Construction  and  Management) 

General  Statement  of  Duties:     Supervises  and  administers  the  program  of  the 

Administrative  Section,   performing  the  adminis- 
tration of  the  engineering,    maintenance  and  operations  work  of  the  Division  in 
connection  with  the  planning,    control  and  supervision  of  construction  of  building 
projects  and  of  maintenance  and  operating  programs;  performs  related  work  as 
required. 

Supervision  Received:     Works  under  the  general  supervision  of  the  CITY 

ARCHITECT  who  gives  general  instructions  and  reviews 
the  work  for  effectiveness  and  conformance. 

Supervision  Exercised:    Exercises  both  direct  and  general  supervision  over 

accounting,    clerical  and  other  employees. 

Examples  of  Duties:    Assigns  telephone  operators,   prepares  work  schedules  and 

arranges  for  the  proper  supervision  of  each  switchboard. 

Prepares  and  maintains  directories  of  all  telephone  extensions  and  numbers  of 
City  and  County  offices  and  maintains  information  files  for  the  use  of  operators. 

Prepares  nnonthly  statement  showing  the  distribution  of  custodial  employees  of 
the  Division. 

Maintains  attendance  records  and  prepares  payroll  reports  for  the  Division. 

Maintains  centralized  files  and  personnel  records  for  the  Division. 

Reconciles  and  coordinates  the  original  project  submission  by  a  City  or  County 
agency  with  the  development  of  preliminary  and  working  plans  and  specifications 

Investigates  claims  by  contractors  for  extra  compensation  by  examining  all  of 
the  pertinent  contract  documents,    consulting  with  the  contractor,    the  designer 
and  all  others  having  pertinent  information;  prepares  a  comprehensive  report 
and  recommendations  for  the  CITY  ARCHITECT. 

Investigates  and  prepares  a  comprehensive  report  regarding  any  contract  on 
which  progress  is  unsatisfactory  to  the  CITY  ARCHITECT. 


EXHIBIT    B 
(3) 


HEAD,    BUILDING  DESIGN  SECTION 
(Division  of  Building  Construction  and  Management) 


General  Statement  of  Duties:     Supervises  and  administers  the  program  of  the 

Building  Design  Section,    involving  complex  and 
diversified  engineering  work  in  the  preparation,    review  and  examination  of 
plans  and  specifications  for  public  building  construction  projects;  performs 
related  work  as  required. 

Supervision  Received:    Works  under  the  general  supervision  of  the  CITY 

ARCHITECT,   who  reviews  work  for  effectiveness, 
and  conformance. 

Supervision  Exercised:    Exercises  general  supervision  over  a  small  number 

of  engineers  and  other  technical  personnel. 

Examples  of  Duties:      Supervises  the  preparation  and  review  of  engineering 

plans  and  specifications  proposed  by  subordinates  for 
suitability  and  conformance  with  instructions. 

Participates  in  the  examination  of  plans,    specifications  and  project  costs 
prepared  by  consulting  engineers. 

Reviews  plans  and  specifications  and  consults  with  City  and  County  officials; 
arranges  changes  in  plans  or  specifications  with  consulting  engineers  and 
recommends  such  changes  to  the  CITY  ARCHITECT. 

Submits  final  plans  for  public  building  construction  projects  to  the  CITY 
ARCHITECT  for  final  approval. 


EXHIBIT    B 
(4) 


HEAD,   BUILDING  CONSTRUCTION  AND 
MAINTENANCE  SECTION 


(Division  of  Building  Construction  and  Management) 


General  Statement  of  Duties:    Supervises  and  administers  the  program  of  the 

Building  Construction  and  Maintenance  Section, 
performing  professional  structural  engineering  work  including  the  development 
of  maintenance  policies,   plans  and  procedures  for  designated  City  and  County- 
buildings;  performs  related  work  as  required. 

Supervision  Received:    Works  under  the  general  supervision  of  the  CITY 

ARCHITECT,   who  gives  general  instructions  and 
reviews  the  work  for  effectiveness  and  conformance. 

Supervision  Exercised:    Exercises  general  supervision  over  small  number  of 

engineers  and  other  technical  personnel. 

Examples  of  Duties:    Directs  the  technical  supervision  of  construction  and 

alteration  checks  for  conformance  to  plans  and  specifi- 
cations and  resolves  major  construction  problems;  reviews  estimates  of 
completed  work  and  recommends  approval  for  payment  to  contractors. 

Supervises  the  inspection  of  contract  nnaintenance  and  repair  projects, 
preparing   specifications  and  bid  documents,    checks  costs  and  approves 
completed  work  for  payments. 

Reviews  annual  inspection  reports  prepared  by  the  Head  of  the  Custodial 
Services  Section  showing  the  physical  condition  of  buildings  under  the  juris- 
diction of  the  Division,   recomimending  maintenance  and  repair  projects  for 
budgetary  consideration. 

Reviews  and  revises  the  building  standards  to  which  architects  must  adhere  in 
the  design  of  City  and  County  buildings. 

Supervises  study  of  work  performance  standards  for  building  mechanics  and 
industrial  engineering  studies  covering  work  methods  and  procedures; 
coordinates  division  training  programs. 


EXHIBIT    B 
(5) 


HEAD,    MECHANICAL  MAINTENANCE 
AND  OPERATION  SECTION 

(Division  of  Building  Construction  and  Management) 


General  Statement  of  Duties:    Supervises  and  administers  the  program  of  the 

Mechanical  Maintenance  and  Operation  Section, 
performing  professional  mechanical  engineering  work  in  connection  with 
mechanical  equipment  and  systems  used  in  the  construction  of  new  buildings  or 
the  renovation  of  existing  facilities;  perfornns  related  work  as  required. 

Supervision  Received:    Works  under  the  general  supervision  of  the  CITY 

ARCHITECT,   who  gives  general  instructions  and  reviews 
the  work  for  effectiveness  and  conformance. 

Supervision  Exercised:    Exercises  full  or  working  supervision  over  technical 

personnel,   plant  engineers  and  building  mechanics. 

Examples  of  Duties:    Supervises  and  participates  in  the  examination  of  plans 

developed  by  consultants  or  departmental  staff  relative  to 
new  buildings  or  the  renovation  of  existing  structures  in  those  areas  covering 
mechanical  systems  such  as  boilers,   heating,   ventilating,   air-conditioning, 
plumbing,   and  related  mechanical  equipnnent. 

Recommends  revisions  in  plans  and  checks  final  plans  for  conformance  to 
existing  codes  and  adequacy  to  nn^eet  requirements. 

Prepares  work  schedules  and  arranges  for  the  supervision  of  work  by  building 
mechanics. 

Establishes  and  maintains  day  and  night  emergency  call  system  for  mechanics. 

Maintains  job  cost  records  and  reviews  sanne  for  economical  and  efficient  work 
performance. 

Arranges  for  periodic  inspections  of  all  mechanical  equipment  to  determine  the 
need  of  repairs  and  develops  a  preventive  maintenance  program. 


EXHIBIT    B 
(6) 


HEAD,    BUILDING    REPAIRS    SECTION 
(Division  of  Building  Construction  and  Management) 


General  Statement  of  Duties:    Supervises  and  administers  the  Building  Repairs 

Section,   directing  the  maintenance  and  repair  by 
force  account  of  designated  City  and  County  buildings;  perfornns  related  work 
as  required.  " 

Supervision  Received:     Works  under  the  general  supervision  of  the  CITY 

ARCHITECT,   who  gives  general  instructions  and 
reviews  the  work  for  effectiveness  and  confornnance. 

Supervision  Exercised:     Directs  the  maintenance  and  repair  work  performed 

on  City  and  County  buildings  by  employees  of  the 
Division. 

Examples  of  Duties:   Organizes  and  assigns  work  schedules  for  a  staff  of 

preventive  maintenance  and  building  repair  workers  and 
provides  for  the  inspection  of  work  in  process  and  completed. 

Processes  job  orders  received  from  the  Building  Construction  and  Maintenance 
Section. 

Maintains  job  cost  records  and  reviews  for  economical  and  efficient  work 
performance. 

Prepares  and  issues  instructions  for  the  proper  operation  of  central  shops  and 
storerooms. 


EXHIBIT    B 
(7) 


HEAD,     CUSTODIAL    SERVICES    SECTION 
(Division  of  Building  Construction  and  Management) 


General  Statennent  of  Duties:     Supervises  and  administers  the  Custodial 

Services  Section,   directing  the  general  house- 
keeping and  cleaning  of  designated  City  and  County  buildings;  performs  related 
work  as  required. 

Supervision  Received:    Works  under  the  general  supervision  of  the  CITY 

ARCHITECT,    who  gives  general  instructions  and 
reviews  the  work  for  effectiveness  and  conformance. 

Supervision  Exercised:    Plans  and  schedules,   work  assignments  for  staff 

assigned  to  housekeeping,    cleaning  and  security 
functions  of  buildings  under  the  jurisdiction  of  the  Division. 

Examples  of  Duties:    Supervises  the  washing  of  windows,   woodwork,   toilets, 

lavatories,    washrooms  and  fixtures  and  the  dusting  and 
polishing  of  furniture. 

Arranges  for  night  inspections  by  supervisory  personnel  to  assure  that  required 
standards  of  service  are  being  maintained  in  each  building,    and  that  work  is 
being  performed  in  accordance  with  prepared  instructions. 

Studies  cleaning  methods  and  recomnnends  changes  to  the  Building  Construction 
and  Maintenance  Section  to  effect  better  and  more  efficient  results. 

Arranges  for  an  annual  inspection  of  all  buildings  under  the  jurisdiction  of  the 
Division  and  forwards  to  the  Head  of  the  Building  Construction  and  Maintenance 
Section  a  check  list  showing  existing  conditions  of  all  items,    interior  and 
exterior,   requiring  repairs  by  mechanics. 

Arranges  for  the  training  of  all  section  employees  in  the  proper  performance 
of  their  work. 


